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Preface
Early in 1976, the AICPA Management Advisory Services (MAS) Executive 
Committee approved the creation of the MAS university education task force. 
The objective of the task force was—
To determine the entry level skills and knowledge most needed by beginning MAS 
practitioners (management consultants in CPA firms) and to develop recommen­
dations which will aid educational institutions in meeting those needs.
By specific design, the task force was made up of four consulting practitioners 
and four educators, jointly representing engineering and science disciplines as 
well as accounting and business.
Although the task force was formed by the AICPA, it realized its interest was 
in management consulting in general, encompassing the application of consult­
ing skills in many different environments, including business and government as 
well as consulting organizations themselves.
The task force held its first meeting in May 1976 and for the next year 
directed its efforts toward the preparation and publication of an exposure draft 
on university education for management consulting, dated April 23, 1977. This 
document, now referred to as a position paper, is included in this publication.
It soon became apparent to the task force that because of the diversity of the 
desired audience of educators and universities, any attempt to develop a specific 
consulting curriculum would be futile, if not impossible. Instead, therefore, the 
task force attempts, in the position paper, to describe the desired results through 
a series of illustrative learning objectives.
The learning objectives are designed to clarify, through illustration, the 
consulting process and the knowledge and skills most needed at the entry level. 
This technique was developed by Robert F. Mager, who defines the concept as 
follows:
An objective is a description of a performance you want learners to be able to 
exhibit before you consider them competent. An objective describes an intended 
result of instruction, rather than the process of instruction itself.
Stated learning objectives, in effect, allow the practitioner to communicate with 
the educator. The practitioner expresses what it is he would like the student to 
be able to do; the educator must then determine how the education is to be 
imparted.
The position paper includes some illustrative learning objectives. It was 
distributed to educators, practitioners, and other interested parties in the form 
of an exposure draft, requesting comments. The task force takes this opportunity 
to thank those who submitted comments. The responses provided some assur­
ance that this subject, and the approach suggested by the task force, are of 
interest to educators.
ix
In response to certain comments, the task force acknowledges that the  
position paper does not discuss subjects such as change theory, intervention 
theory, or process consultation, which would be of interest to those teaching a 
course on management consulting. Nevertheless, it was decided that the paper 
would be reprinted in this publication without revision since the overwhelming 
response to the document as originally drafted was favorable. However, because 
of the comments, this publication includes a bibliography with appropriate 
references to books on these subjects.
Following the receipt of comments on the exposure draft, the task force 
planned a conference to explore the learning objectives and teaching methods 
most appropriate for preparing students for management consulting or for the 
application of consulting skills in other careers.
The conference invitations were directed to selected major universities, using 
criteria such as geographical coverage, reputation, and a known interest in the 
subject matter. Once the particular universities were identified, the aim was to 
invite a team of professors drawn from the different schools or colleges within 
each of the selected universities. We achieved a broad representation of 





• Management information systems
• Management science and operations research
• Marketing
• Personnel management and industrial relations
• Production and operations management
The conference program included panel and roundtable discussions on each 
of three general topics, followed by a general forum discussion to offer 
conclusions, recommendations, and additional steps for action. It took place on 
March 30-31, 1978. Approximately eighty conferees attended, representing 
thirty colleges and universities.
This publication includes papers prepared by educators and practitioners in 
advance of the conference, summaries of the remarks of guest speakers, and 
comments prepared by three members of the task force on the implementation 
of management consulting-oriented education at universities. We believe the 
material in this volume will be helpful to universities and individual educators 
who wish to enhance the capability of university graduates to perform as 
management consultants or to use consulting skills in other occupations.
Richard A. Delaplane, Chairman
AICPA MAS University Education Task Force
X
MAS University Education Task Force Position Paper
University Education for 
Management Consulting
1. Introduction and Summary
Management consulting and the knowledge, skills, and techniques employed by 
management consultants should be an area of particular interest to educators 
today.
The field of management consulting is broad: many individuals who do not 
consider themselves to be management consultants nevertheless use the same 
skills, techniques, and knowledge to accomplish the same management goals 
and objectives. Such individuals in business include internal consultants, systems 
and methods specialists, top executives, and staff specialists in areas such as 
finance, accounting, marketing, and personnel. Similar individuals using the 
same skills are employed in federal, state, and local government (including those 
who work for governmental audit agencies), as well as in not-for-profit organi­
zations, universities, and so forth.1 Because these skills and techniques permeate 
so many business and governmental activities, knowledge of the fundamentals of 
management consulting would be useful to many university graduates, whether 
or not they enter the management consulting profession.
1. Hereinafter, all these organizations will be referred to as “business and government.”
But what are universities and educators doing to familiarize accounting, 
business, engineering, and science students with consulting, or to prepare them 
for performing the work of a management consultant? Currently, very little. 
This is surprising, considering the appeal that management consulting holds for 
many students. It is considered to be one of the more “glamourous” careers, and 
it offers high earning potential. It may be that many universities do not teach 
subjects oriented toward management consulting because they have not identi­
fied what can and should be taught.
This document identifies certain fundamental management consulting skills 
and techniques that can be taught in universities and provides corresponding 1
1
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illustrative learning objectives for these skills and techniques. Thus, this 
document is designed to help educators to incorporate management consulting 
teaching points into their programs. The MAS division hopes that the assimila­
tion of these proposed objectives into university programs will result in graduates 
having greater knowledge of and interest in the management consulting 
profession. In turn, the profession will learn that students from certain univer­
sities are better equipped for consulting careers and will seek them out.
Educators who are or who become familiar with management consulting 
skills and techniques can do much to help not only their students but also their 
universities, the consulting profession, and themselves. This can be accom­
plished by
• Teaching consulting concepts perceived by students as practical and useful.
• Leading in the development of needed programs in this area.
• Developing personal consulting expertise.
• Interacting with professional management consultants.
• Developing needed publications and teaching materials,
• Enhancing the reputation of their colleges and universities with the business 
world.
• Strengthening relevant areas of curriculum and bringing together faculty to 
develop the needed multidisciplinary educational process.
While this document has been prepared under the auspices of the AICPA, its 
objectives are not limited to the education of accountants or those interested in 
becoming management consultants with CPA firms. Recent estimates indicate 
there are some 60,000 full-time management consultants in the United States, of 
whom only approximately 6,000 are with CPA firms. But there are hundreds of 
thousands of other professionals who are using management consulting skills 
and techniques in other careers.
Obviously, the AICPA has an interest in enhancing professionalism in 
management consulting since CPA firms and CPAs in industry and government 
are one of the largest single groups of professionals who use management 
consulting skills and techniques.2 Other management and engineering consult­
ants share this interest, as do business and government entities employing 
internal staff specialists to advise management. Even future line managers and 
executives in business and government have much to gain from mastering the 
basic consulting skills discussed in this document.
2. While there are only about 6,000 full-time management consultants in CPA firms, there are 
over 120,000 CPAs who use their expertise to advise management, whether they are members of 
CPA firms or are employed by a business or government.
The consulting profession now desires, more than ever before, to obtain 
personnel directly from universities, but it has found that most graduates have 
had little or no exposure to management consulting knowledge and skills that 
could be available to students during their university studies. The AICPA’s 
MAS Division believes that many educators would provide more on the subject 
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of management consulting if they knew what the profession needed and how 
they could go about teaching it.
This document seeks to (1) encourage educators to provide their students with 
appropriate knowledge of the management consulting profession, including the 
skills and techniques it employs and the career possibilities it offers, (2) suggest 
relevant knowledge and skills that can be taught in the university, and (3) aid 
educators in transmitting such knowledge and skills.
Chapter 2 discusses the management consulting profession and describes the 
body of knowledge that underlies it. Chapters 3 and 4 describe selected 
knowledge and skill areas that appear to be needed by entry-level consultants 
and are not covered in most university programs but are feasible for inclusion in 
them. The areas fall into two categories, as follows:
A. The Consulting Process.  
1. Analytic elements.
2. Administrative elements.  
3. Communicative elements.
B. Factors Affecting the Application of Consulting Skills.
1. Personal characteristics of successful management consultants.
2. The unstructured nature of many problem situations.
3. The multidisciplinary demands of many consulting engagements.
4. The significance of specific industry expertise in consulting practice.
5. The nature, size, and composition of the consulting profession.
6. The management of a consulting practice.
The consulting process is discussed in chapter 3, along with suggested 
illustrative learning objectives. The factors affecting the application of consult­
ing skills are discussed in chapter 4; although in contrast to chapter 3, specific 
learning objectives are not provided since the suggestions involve creating an 
awareness of the topics covered rather than any specific skill or ability. The final 
chapter presents specific conclusions and recommendations.
2. The Management Consulting Profession
As the activities of business and government have become increasingly complex, 
executives have recognized that they cannot afford to maintain on a permanent 
basis the many types of specialized expertise required periodically to solve 
management problems and to plan for future activities. Because of this, 
accountants and attorneys have long provided business advice as part of their 
services to clients. It was not until the turn of the century, however, that 
individuals and groups organized specifically to provide management advice 
began to appear. Today, the term management consultant is a common one, used in 
many ways with many connotations. The management consultants referred to 
in this document are professionals with broad or specific expertise who use their 
skills to help solve management problems, to assist in the planning process, and 
to provide objectivity and perspective. Their services may be provided to a 
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business, a governmental entity, or a nonprofit organization—from either within 
or outside the organization.
2.1 General Information
The educational backgrounds of professional management consultants are 
almost as diverse as the subjects taught in universities. For example, individuals 
trained in accounting, business, engineering, management science, computer 
science, behavioral science, or mathematics are frequently involved in manage­
ment consulting activities.
Currently, there are approximately 3,000 management consulting firms in 
the United States. Some of these offer broad consulting services, while others 
limit their services to a single activity (for example, marketing, information 
processing, personnel management) or to a single category of client (for 
example, banking, retailing, garment trade, government, publishing).
Most professional management consultants in consulting or CPA firms begin 
as staff consultants and progress through various steps such as senior consultant, 
manager, and finally, partner, principal, director, or an equivalent title. Such 
consulting organizations may also have a staff or functional hierarchy based on 
geographic location, area of specialization, or both. There are also professional 
management consultants (including many educators) who provide their services 
as individuals rather than as members of firms.
Many who enter the consulting profession, either upon graduation or later, 
do not remain in consulting for the balance of their working careers. Most, 
however, appreciate the time spent as a consultant. A review of the backgrounds 
of senior executives with the “Fortune 500” would reveal a considerable number 
who were, at one time in their career, professional consultants. Management 
consulting plays such an important role in business and government today that 
students interested in management would benefit from some formal instruction 
on what consulting is and how professional consultants function.
2.2 The Management Consulting Body of Knowledge
Efforts to document a body of knowledge for management consulting were 
begun by the Association of Consulting Management Engineers (ACME) in 
1957. That organization has since published a number of monographs. Other 
pertinent materials have been or are being prepared by other management 
consulting organizations, such as the Institutes of Management Consultants, in 
both the United States and Canada. Recently, two important publications have 
become available which should provide educators with valuable reference 
material. Management Consulting—A Guide to the Profession was edited by Milan 
Kubr and published in 1976 by the International Labour Office, Geneva, 
Switzerland. Management Advisory Services by CPAs: A Study of Required Knowledge, 
by Professors Edward L. Summers and Kenneth E. Knight of the University of 
Texas at Austin, was published by the AICPA in 1976 and contains the results 
of a two-year study commissioned and supported by the AICPA.3
3. Hereinafter, the publication will be referred to as the “MAS knowledge study.”
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The MAS knowledge study is the most recent publication on the management 
consulting body of knowledge. While it is not the only way to structure the body 
of knowledge, the approach it takes is the most comprehensive available. The 
study identifies and documents three major areas of knowledge, namely
1. General knowledge, including the consulting art.
2. Knowledge of organizational functions and technical disciplines.
3. Knowledge of industry and the public sector.
These major areas are further divided into the component bodies of knowledge 
as shown in Exhibit 1. As the study indicated, they are not of equal significance 
in MAS practice, and no one consultant can be expected to master all the 
knowledge covered in the report. It is not a common body of knowledge, but an 
aggregate of the knowledge now in use by consultants in CPA firms.
2.3 Applying Consulting Knowledge*
A professional management consultant must be able to blend the three areas of 
knowledge listed above. Consulting skill alone, technical/functional expertise 
alone, or industry/public sector knowledge alone is not enough. Indeed, while 
most management consultants begin as specialists in one area—such as finance, 
accounting, electronic data processing, management science, or human re­
sources—most successful consultants go beyond that and acquire technical or 
functional expertise in a number of areas, because problem solving and planning 
situations rarely have clear-cut causes or solutions within a single discipline. In 
addition, in-depth knowledge of a specific industry or sector often is the initial 
foundation for a consultant’s expertise and practice.
The professional management consultant characteristically uses a multidisci­
plinary approach. He must be able to help meet his client’s problem-solving or 
planning needs by bringing together and applying appropriate knowledge 
concepts. He must understand his client’s organization and the environment in 
which it operates. He must be able to identify and bring together the technical 
disciplines that a client situation may require. And, last but not least, his 
general knowledge and skill in the consulting process must enable him to 
develop and communicate effective recommendations so that the client will be 
helped to make necessary decisions and to take appropriate actions.
3. The Consulting Process—Suggested Learning 
Objectives
More recent university graduates than ever before are being employed by the 
consulting profession, and universities are already providing students with the 
required technical and functional expertise in their major subjects. However, 
there are other skills and knowledge that the universities can teach to help make 
graduates better candidates for consulting positions or for management positions 
of any kind.
From among these other areas, the task force selected three parts of the 
consulting process which appear to be needed by entry-level management 
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consultants, which are not currently covered in most university programs, and 
which are feasible for inclusion in university programs. These are
1. The analytic and systems approaches to problem diagnosis, problem solving, 
and planning (analytic elements).
2. Planning and managing a consulting engagement (administrative elements).
3. Consultant/client communications (communicative elements).
These sets of elements relate to the body of knowledge entitled “General 
Knowledge, Including the Consulting Art” described in the MAS knowledge 
study.
The balance of this chapter describes and defines these three knowledge and 
skill areas in the consulting process. To help accomplish this, the chapter lists 
specific learning objectives that are designed to clarify, through illustration, the 
consulting process knowledge and skills most needed at the entry level. The 
objectives are based on concepts developed by Robert F. Mager: “An objective 
is a description of a performance you want learners to be able to exhibit before 
you consider them competent. An objective describes an intended result of 
instruction, rather than the process of instruction itself. ”4
4. Robert F. Mager, Preparing Instructional Objectives, 2d ed. (Belmont, Calif.: Fearon Publishers, 
1975), p. 5.
In the context of any particular course or program, it may be that some of the 
learning objectives would not be included. The learning objectives serve only as 
illustrations, and there is no significance to the order in which they are listed. 
Furthermore, other equally valid objectives could be added to the list.
In preparing this document, consideration was given to developing an outline 
for a single course in management consulting or an entire management 
consulting curriculum. However, it soon became clear that in developing a 
program oriented toward management consulting, a university must consider 
how best to achieve the desired learning objectives within the framework of its 
existing programs and its present and future resources. To provide the utmost 
flexibility, this document states desired results in terms of representative and 
illustrative learning objectives so that universities, departments, or individual 
educators may decide how best to incorporate them in existing or planned 
educational programs. Many of the objectives may be accomplished by including 
additional material in existing courses or by shifting the emphasis in current 
material. It may ultimately be desirable for some universities to offer specific 
courses or curricula in management consulting that would cover these and other 
objectives.
3.1 Analytic Elements of the Consulting Process
The analytic elements of a consulting engagement may be viewed as a logical, 
systematic process similar to the concept of scientific methodology in the 
physical and biological sciences. This area of knowledge and skills is considered 
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by many to be the most important for a professional consultant. The ability to 
analyze situations, diagnose and solve problems, and develop and implement 
plans is requisite for a professional management consultant. In the AICPA 
publication, Statements on Management Advisory Services, the analytic approach and 
process are described in part as typically involving
• Ascertaining the pertinent facts and circumstances.
• Seeking and identifying objectives.
• Defining the problem or opportunity for improvement.
• Evaluating and determining possible solutions.5
5. Statements on Management Advisory Services (New York: American Institute of Certified Public 
Accountants, 1974), p. 1.
For most consulting engagements (that is, when a client hires a consultant for a 
specific study or project), the analytic approach and process provide a structure 
that the consultant will follow to produce the desired results for the client. An 
illustrative outline of the analytic elements of the consulting process is shown in 
Exhibit 2.  
3.1.1 Learning Objectives: The Analytic Elements
• Be able to state and explain the steps involved in the analytic approach to 
problem solving.
• Given the size, location, and industry affiliation of a potential client company, 
be able to state sources and kinds of information that could be acquired from 
public reference materials about the organization, its finances, its products, 
and its personnel.
• Given a description of the client’s problem and specific preliminary informa­
tion about the client, be able to identify the key additional information to 
secure before proceeding with the engagement.
• Given a case study, be able to select the key problem(s) for solution from 
among a number of lesser problems and to give reasons for the selection.
• Be able to identify the major data-gathering techniques and to explain the 
principal advantages and disadvantages of each.
• Given a hypothetical client situation, be able to select an appropriate data- 
gathering technique and to describe how it will be used.
• Given a narrative description of a client situation, be able to distinguish 
between apparent problems and symptoms of those problems.
3.2 Administrative Elements of the Consulting Process
A consulting engagement or project, regardless of its technical nature, requires 
sound and effective managing if the engagement is to accomplish its objective. 
Even though an entry-level management consultant may not be managing an 
engagement for some time after entry, knowledge of the administrative aspects 
can be of great value to him from the start. Furthermore, the learning objectives
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related to this area of knowledge will prove valuable to anyone who is called 
upon to organize and control a team effort to complete a project.
As described in the MAS knowledge study, administrative activities in most 
consulting engagements are related to the following:
A. Engagement proposal and planning
1. Contents of the proposal and letter of understanding.
2. Tasks or phases of the engagement.
3. Estimated timing for achieving tasks or phases.
4. Allocation of professional staff to tasks or phases.
5. Estimating engagement costs.
B. Engagement management
1. Interactions with client personnel.
2. Adherence to the engagement plan.
3. Punctuality.
4. Progress reports.
5. Knowledge of current status of the engagement.
6. Work in the client’s office.
7. Unproductive time.
8. Control of out-of-pocket expenses.
9. Evaluation of staff on engagement.
10. Working papers.
C. Final report and engagement evaluation
1. Final reporting.
2. Documentation and support for conclusions.
3. Oral and written reports.
4. Engagement performance and significance evaluation.6
An illustrative outline of the administrative elements of the consulting process is 
shown in Exhibit 3.
3 2.1 Learning Objectives: The Administrative Elements
1. Engagement proposal and planning.
• Given the information required to prepare a proposal and an engagement 
plan, be able to prepare the proposal and plan.
• Be able to describe the process of offering management consulting serv­
ices—from the initial contact, through diagnosis, to proposal presentation.
• Given an actual situation (field problem), be able to perform a preliminary 
survey and document the findings.
• Given a case history related to the student’s technical field of study, and 
given a diagnosis of the problem(s), be able to develop a proposal that is 
responsive to the needs discovered.
• Be able to state and explain the general goals for any consulting engagement.
• Given a set of circumstances, be able to identify the type and depth of 
6. Management Advisory Services by CPAs, p. 89.
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functional and technical skills needed to staff an engagement and to develop 
appropriate work assignments and an engagement schedule.
• Given an engagement schedule, staff assignments, and billing rates, be able 
to develop an engagement budget and fee estimate.
• Given a case history in which client personnel are to be involved in the 
engagement, be able to develop a plan for their use, including appropriate 
controls, constraints, and communications.
• Given an engagement objective, be able to explain how the proposal is 
likely to differ if the client is a large business, a small business, or a public 
sector agency.
2. Engagement management.
• Be able to describe the significant aspects of engagement control from both 
the consultant and client points of view.
• Given a case history, a proposal, and appropriate information, be able to 
develop a detailed engagement work plan.
• Given the objectives and scope of an engagement, be able to list and 
explain the stages or phases of the work schedule and why each is required.
• Be able to identify several methods of controlling the quality of an 
engagement.
• Given a case history at mid-engagement, be able to describe what had been 
done and what is still needed to successfully complete the work.
• Given a case history depicting a failure in consultant/client communica­
tions, be able to formulate a detailed plan to restore the client relationship.
• Be able to state the major reasons for maintaining working papers.
• Be able to identify information that should and should not become part of 
a permanent engagement working paper file.
• Given an engagement situation in which a staff consultant’s performance 
appears to be unsatisfactory at mid-engagement, be able to describe what 
steps should be taken.
• Given a description of a consultant’s performance during an engagement, 
be able to evaluate that performance.
3. Final report and engagement evaluation.
• Be able to organize information on an engagement’s background, method­
ology, findings, and recommendations into an effective engagement report 
structure.
• Given a case study, be able to identify the factual elements and recommen­
dations that should be included in the final report.
• Be able to describe the components of a follow-up plan to maintain a client 
relationship upon successful completion of a consulting engagement.
3.3 Communicative Elements of the Consulting Process
No matter how well the consultant uses functional and technical skills or how 
well he systematically analyzes and helps solve the client’s problems, ineffective
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communication, either during or at the end of a consulting engagement, will 
often impair the implementation of the consultant’s recommendations. Accord­
ingly, one may legitimately view the consulting process as a communicative 
process.
Consultants, in particular, require highly developed communications skills. 
As stated in the MAS knowledge study:
Communication proficiency is essential to the consulting process in which 
. . . professionals transfer knowledge, promote change, and otherwise utilize 
information’s effects on other persons to achieve agreed-on beneficial objectives. 
This proficiency is required in collecting input, developing recommendations, and 
later in implementing these recommendations. In addition, communication profi­
ciency is essential in practice management and development.7
An illustrative outline of the communicative elements of the consulting process 
is shown in Exhibit 4.
33.1 Learning Objectives: The Communicative Elements
• Given a description of an engagement or practice administration situation, be 
able to identify appropriate channels and methods of communication.
• Be able to identify and list key communication needs relating to information 
gathering and engagement conduct.
• Be able to identify work stages or occasions that may require special 
communications efforts with client personnel, your firm, or your staff.
• Be able to listen attentively during interviews and conversations, as evidenced 
by making appropriate notes pin-pointing key facts and relevant conditions.
• Be able to conduct a conference with a number of client personnel or with 
your own staff.
• Be able to prepare the primary written materials that are important to a 
consulting engagement, such as proposal letters and reports.
• Be able to conduct an interview to determine an individual’s duties and 
responsibilities and to prepare appropriate documentation from rough inter­
view notes.
• Given a description (goals, scope, work plan, time schedule, personalities, 
background history, and so forth) of an engagement, be able to identify the 
following: key sources of information among the client personnel, key sources 
of approval among the client personnel, supporters and critics of the engage­
ment, people who will be affected by the engagement’s results, and interme­
diaries who can help in the communication process.
• Be able to prepare a short statement of your firm’s and your own qualifica­
tions for a specific engagement.
• Be able to identify and discuss the timing, scope, and function of written and 
oral communications that should occur between acceptance of a proposal and 
delivery of a final report.
7. Management Advisory Services by CPAs, p. 87.
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• Be able to identify client expectations and needs through interviews, informal 
discussions, and letters.
• Given a hypothetical client situation, be able to describe how objectivity 
should be displayed in all communications.
• Be able to identify primary, secondary, and tertiary audiences for engagement 
communications (written and oral) and to explain how their expectations, 
needs, and reactions may differ.
• Given a case history and the consultant’s recommendations, be able to 
prepare and deliver an oral report, selecting and utilizing appropriate audio­
visual media.
4. Factors Affecting the Application of Consulting 
Skills
This chapter describes certain less technical aspects of consulting that the 
student should recognize—first, in order to make an intelligent career choice, 
and second, to start on a successful career that entails the use of consulting 
skills. The purpose is to convey to the student an awareness rather than to 
develop specific abilities. The factors affecting the application of consulting 
skills include the following:
1. Personal characteristics of successful management consultants.
2. The unstructured nature of many problem situations.
3. The multidisciplinary demands of many consulting engagements.
4. The significance of specific industry expertise in consulting practice.
5. The nature, size, and composition of the consulting profession.
6. The management of a consulting practice.
4.1 Personal Characteristics of Successful Management 
Consultants
If what has often been labeled the consulting “art” was instead a consulting 
“science,” any student could learn the basic precepts, follow given formulas, 
and operate as a successful consultant. Obviously, this is not the case. In 
addition to learning to use certain management consulting tools and techniques, 
the successful consultant must blend certain personal characteristics to produce 
the ability to8
8. Based primarily on Management Advisory Services by CPAs, p. 32.
• Establish a relationship of confidence with a client.
• Establish two-way communication with clients and also with colleagues who 
can bring other essential skills to bear on the engagement.
• Assimilate information rapidly.
• Be persuasive and influential in areas important to the execution of the 
engagement.
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• Change from one client’s problems to another’s quickly and without mental 
slippage; remember details.
• Know one’s own limitations as well as those of others and quickly correct or 
adjust for them in the engagement.
• Develop additional skills and specializations as needed and recognize and 
utilize skills in others.
• Accept professional or personal criticism, whether fair or unfair, without 
feeling threatened, and deliver criticism constructively.
• Develop new clients and engagements.
Many highly competent individuals will find that their personality and life 
style preferences are not consistent with the rigors and requirements of a 
management consulting career, while others will recognize in management 
consulting a unique challenge and opportunity for which they are well suited.
4.2 The Unstructured Nature of Many Problem Situations
A management consultant’s recommendations are of value to his client only if 
their utility is recognized and they are adopted and implemented. A university 
education for management consulting, therefore, would prove more effective if 
graduates have undergone a learning process that simulates practical experi­
ence, such as
• Engagements in which the fact-finding process is much more difficult than 
merely determining the appropriate solution once the facts are known.
• Clients whose preconceived notions, biases, or ambitions lead them to reject 
the best solution and insist upon the development of an acceptable solution.
• Problems for which there is no standard solution—especially because there 
are unusual time and financial (or other) constraints.
4.3 The Multidisciplinary Demands of Many Consulting 
Engagements
Invariably, a consultant has strengths and weaknesses in terms of technical, 
functional, sector, and consulting process knowledge. A consulting engagement 
will require the application of knowledge from a number of fields outside the 
consultant’s particular specialty, and the ability to consult using an “interdisci­
plinary” perspective is crucial here. Analyses and solutions are often necessarily 
forged from the approaches and techniques of more than one discipline.
The consultant must be able to apply a multidisciplinary viewpoint to the 
problem, seek assistance when needed, and work as a team member with 
specialists in other disciplines. This requires adopting an attitude toward 
consulting engagements that questions the single-discipline perspective solution. 
A single-discipline approach will seldom produce the “best” solution to a 
consulting problem.
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4.4 The Significance of Specific Industry Expertise in 
Consulting Practice
Individual industries and public or not-for-profit sectors often have their own 
vocabularies, must adhere to specific- regulatory rules, and follow unique 
practices and procedures. These factors reduce the consultant’s ability to rely on 
standardized approaches and solutions.
Thus the consultant who possesses the appropriate industry or sector 
knowledge may, in the eyes of a potential client, have a significant advantage 
over other consultants—not because the other consultants could not perform a 
specific engagement requiring such knowledge, but because they must acquire 
the appropriate industry or sector knowledge during the engagement.
Students must be given an understanding of the value of industry and sector 
knowledge. They may find, however, that such knowledge is more often and 
more easily acquired on the job than at a university.
4.5 The Nature, Size, and Composition of the Consulting 
Profession
Knowledge of the consulting profession will be of value not only to those who 
enter it but also to any student who seeks to become an executive or manager in 
business or government. Most students will almost surely be dealing with 
management consultants at some point in their careers, and knowledge of how 
professional firms operate may prove useful.
This knowledge includes the following:
1. Professional ethics, the advisory role of the management consultant, and 
legal liability.  
2. Professional practices in management consulting.
3. Types of consulting engagements.
4. Kinds of consulting organizations.
Further information on these subjects can be found by referring to the general 
knowledge and consulting art concepts section of the MAS knowledge study (see 
pages 83-89). A number of relevant publications of the AICPA and the 
Association for Consulting Management Engineers (ACME) are listed as 
references on those pages. The subjects are also covered extensively in Manage­
ment Consulting—A Guide to the Profession.
4.6 The Management of a Consulting Practice
A graduate seeking to start his career as a management consultant should have 
some familiarity with the techniques of practice management and practice 
development. This will help him to develop a rapport with prospective employ­
ers, evaluate their respective managerial objectives and philosophies, and 
expedite his orientation to the consulting environment. Practice management 
responsibilities include those described in section 3.2 under administrative 
elements of the consulting process, but also are concerned with broader aspects 
of practice development, such as the establishment of the consulting organiza­
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tion’s goals, policies and structure, areas for expansion of services, recruitment 
and training of personnel, and similar matters.
4.7 Teaching Students About Factors Affecting Management 
Consulting
All six of the above factors are relevant to the practice of management 
consulting. For example, knowing that solving a client problem using a 
standardized approach is probably the exception rather than the rule gives a 
student a clearer perspective. Students who learn how to proceed when faced 
with the unstructured situations illustrated earlier will be much better prepared 
for consulting and the business world in general. These factors are difficult to 
teach and are particularly difficult to deal with in the classroom.
Some universities are already providing students with an awareness of these 
issues using techniques and broad objectives such as the following:
• Involvement in out-of-class situations with the cooperation of local business 
and government. This would include plant tours, executive interviews, field 
problems, and so forth.
• Use of case studies and role-playing experiences in class, particularly those 
using unstructured situations, where the problem is not identified, multiple 
solutions are possible, and required data is not readily available.
• Development of an understanding of fundamental differences and similarities 
between various industries, government, and not-for-profit organizations.
• Emphasis on recognizing and solving problems which require the application 
of expertise in multiple disciplines.
The task force is convinced that more research, creativity, and experimenta­
tion are required, and that direct contact between educators and practicing 
management consultants will expedite the development of more effective teach­
ing methods and materials in this area of education.
5. Conclusions and Recommendations
In developing the preceding material, the educators and MAS practitioners 
serving on the AICPA’s MAS University Education Task Force agreed on the 
following tenets:
• Universities can play a far more significant role in the preparation of students 
for management consulting.
• Topics oriented toward management consulting can be added to existing 
university programs or courses to benefit graduates entering industry, govern­
ment, or consulting, and their employers.
• Interested deans, department chairmen, and professors should work with each 
other and with practicing consultants or appropriate organizations, such as 
the MAS division of the AICPA, to explore how the learning objectives 
illustrated in chapter 3 might be introduced into their university programs.
• Individuals with course- or curriculum-planning responsibilities and appro­
priate officers of the various associations of educators should consider initiat­
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ing or attending practitioner/educator workshops and symposia on consulting 
education.
• Practicing consultants, their employers, and associations of consultants should 
work with universities to help develop consulting-oriented programs, to make 
materials and guest lecturers available, and to recruit graduates. They should 
also provide consulting workshops and internships for educators.
There is much to be gained by all concerned if management consulting- 
oriented materials and programs are introduced into the universities:
Student Benefits
• Knowledge of another career path for those majoring in accounting, business, 
engineering, science, and other subjects.
• Acquisition of skills and techniques that will be valuable in both entry-level 
and subsequent management consulting positions?
• Development of management consulting skills useful in many occupations.
Educator Benefits  
• An opportunity to lead in the development of needed programs, publications, 
and teaching materials in this area.
• Development of personal consulting expertise.
• Opportunities to interact with professional management consultants.
University Benefits
• An enhanced reputation with the business community and the consulting 
profession.
• Strengthened curriculum development and closer faculty ties because of the 
multidisciplinary nature of management consulting.
Management Consulting Profession Benefits
• Increased professionalism among those who seek consulting careers.
• More rapid assimilation of graduates into management consulting activities.
• Broader recognition of the role of the management consultant in today’s 
society.
Consulting is a rapidly growing field and students should know that it is a 
possible alternative career for those majoring in a wide variety of fields. In 
addition three to five years of consulting experience has proven to be an 
excellent springboard to top management positions within major corporations.
A consulting career normally requires the acquisition of specialized expertise 
in one or more functional or technical areas. The specialist has replaced the 
generalist in most of today’s business world, but not in the consulting profession. 
The consultant must be conversant with many technical areas if he is to serve 
his client well. One of his major functions is to provide an objective overview of 
problems, devoid of the specialist’s parochialism. Management consultants may 
begin as specialists in one area, such as finance, accounting, electronic data 
processing, management science, or personnel management and subsequently 
acquire knowledge and skills in several other disciplines.
Whenever possible, university programs and instruction should further foster 
a multidisciplinary outlook. Departmental cooperation in a university may 
make it possible to encourage supplemental studies. For example, the account­
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ing major may study behavioral science, or the computer science major may 
study personnel management, or the math major may study accounting, thus 
shortening the post-graduate learning process.
In developing a management consulting-oriented program, a university must 
consider how best to achieve the desired learning objectives within the frame­
work of its existing programs and its present and future resources. Ultimately, 
some educational institutions will develop and offer specific courses or curricula 
in management consulting. Alternatively, many of the learning objectives 
suggested in this document can be attained by simply revising or expanding the 
content of courses currently offered.
While appropriate books on the consulting profession have recently become 
available, much material is especially needed, for example, on the problem 
diagnosis, problem solving, and planning skills. Particularly because of this gap, 
teachers of topics relating to management consulting will find it useful and 
usually necessary to draw upon the consulting profession for materials and for 
visiting lecturers. Therefore, those who will teach management consulting- 
oriented subjects should have ready contact with the business and consulting 
communities. These contacts would also enable them to seek the cooperation of 
local business and governmental organizations in arranging for the students to 
research and solve field problems (for example, working with the U.S. Small 
Business Administration’s Small Business Institute).9
9. See Wall Street Journal, Tuesday, January 4, 1977, p. 34.
A few universities are already teaching consulting-oriented subjects and have 
drawn upon members of the MAS division and others to serve as guest lecturers 
and assist in program development. It is hoped that this document and the two 
recent publications on management consulting, Management Advisory Services by 
CPAs and Management Consulting—A Guide to the Profession, will encourage many 
universities to add the needed consulting-oriented content to their programs.
The MAS division of the AICPA recognizes that educators may require 
assistance in interpreting the needs of the consulting profession and implement­
ing changes in courses and curricula designed to meet those needs. Many of the 
MAS division’s individual members and the CPA firms with which they are 
associated are eager to provide such assistance. Interested educators should feel 
free to contact the MAS division of the AICPA for further information.
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EXHIBIT I
The MAS Body of Knowledge
Source: Edward L. Summers and Kenneth E. Knight, Management Advisory Services by CPAs (New 
York: American Institute of CPAs, 1976), p. 82.















































1. Purpose, Placement, Structure
2. Planning and Control Systems
3. Operations and Processing Systems
4. Specific Applications (where appropriate)
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EXHIBIT 2
An Illustrative Outline of the Analytic 
Elements of the Consulting Process
A. Situation Orientation Elements
1. Seeking and identifying client objectives.
2. Determining the objective and scope of the engagement.
B. Fact Finding Elements
1. Determining areas for investigation.
2. Selecting kinds of data required.
3. Locating sources of required data.
4. Selecting and applying data collection techniques.
C. Problem Diagnosis (Fact Analysis) Elements
1. Determining causal relationships.
2. Identifying key variables.
3. Discovering the problem(s).
D. Problem Solution Elements
1. Developing alternative solutions.
2. Evaluating alternative solutions.
3. Recommending a solution for implementation.
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EXHIBIT 3
An Illustrative Outline of the Administrative
Elements of the Consulting Process
A. Pre-Analytic Elements
1. Initiating contact with a potential client.
a. Motivating the potential client.
b. Performing a preliminary survey.
2. Preparing the engagement proposal.
a. Developing the scope.
b. Developing cost and schedule data.
c. Describing the output of the engagement.
3. Preparing an engagement work plan.
a. Identifying, sequencing, and scheduling the work steps (tasks).
b. Estimating time requirements by task.  
c. Identifying staff skill requirements and assigning individuals.
B. Engagement Management Elements
1. Establishing engagement checkpoints.
a. Progress reporting requirements.
b. Decision point identification.
2. Monitoring the engagement.
a. Tracking adherence to the schedule.
b. Evaluating staff performance.
3. Documenting the engagement.
a. Preparing and filing working papers.
b. Preparing agreed upon communications (e.g., letters, reports).
4. Providing implementation support.
a. Preparing implementation plans.
b. Monitoring implementation progress.
C. Engagement Follow-Up Elements
1. Evaluating engagement performance.
a. Reviewing the conduct of the engagement as documented.
b. Analyzing the results of the engagement as reported by the client.
2. Performing additional work.
a. Conducting follow-up tasks relating to the engagement.
b. Securing extensions, supplements, or work unrelated to the original engagement.
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EXHIBIT 4
An Illustrative Outline of the Communicative
Elements of the Consulting Process
A. Information Collection Elements
1. Meeting client executives to secure background data and impressions.
2. Interviewing client personnel to gather facts.
3. Discussing findings with other consultants assigned to the engagement.
B. Information Communication Elements
1. Preparing letters, proposals, and reports in writing.
2. Presenting oral plans, findings, proposals, and reports.
a. To individuals.
b. To groups.
C. Elements Relating to the Effect of Communications on Others
1. Transmitting the required message in a manner most likely to produce the desired result.
2. Determining who should be communicated with, at what times, and for what purposes in 
order to enhance the conduct of the engagement and the acceptance of the 
recommendations.





Stanley R. Klion, Chairman, AICPA MAS Executive Committee
Contrary to what many of you may be thinking, I am here neither to facilitate 
recruitment of new graduates by CPA firms nor to sell CPA firm management 
consulting services. As vice chairman in charge of managing consulting at Peat, 
Marwick, Mitchell & Co., these are normally some of my duties. Today, 
however, I am concerned with how we can help you, the educators of future 
consultants, businessmen, government officials, and academicians, to start 
young professionals on their careers with enhanced skills for meeting the 
challenges they will be facing. The skills we refer to are those commonly 
employed by management consultants, but useful to all professionals.
A study recently commissioned by and performed for the AICPA, and 
published under the title Management Advisory Services by CPAs, pointed out that 
practicing consultants in CPA firms gained their knowledge of the consulting 
profession, the application of functional and technical knowledge in consultative 
situations, and the consulting skills largely after becoming part of the profession. 
We are here today because we believe information and education on these 
matters can and should be available to university students.
We are deeply indebted to William J. Mueller, who suggested the study; H. 
George Trentin, who served as its guiding light; and Drs. Edward L. Summers, 
Kenneth E. Knight, and others of the University of Texas at Austin, who worked 
so diligently and expertly with numerous MAS practitioners to document the 
knowledge required by our profession. The study has made it possible to review, 
particularly, the opportunities for enhancing the breadth and quality of skills 
and knowledge that management consultants should possess to better serve their 
clients and the general public.
Understanding and documenting the body of knowledge of the management 
consultant considerably advances the professional status of this steadily growing 
body of individuals. A first effort to codify this information occurred in 1957, 
when the Association of Consulting Management Engineers (ACME) published 
a document on the consulting body of knowledge. A current effort by the 
Institute of Management Consultants (IMC) will soon increase the literature 
available on this key subject. Until the management consulting body of 
knowledge is known by educators, it will be very difficult for them to attempt to 
direct the educational progress of those who seek to enter this field, which is
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becoming—gradually and perhaps reluctantly—a profession. The hallmarks of 
a profession are a body of knowledge, a code of ethics, and a willingness for self­
sacrifice on the part of its practitioners for the good of their clients and the 
public.
Those who will seek to enter the management consulting profession must 
bring with them a superior understanding of one or more of the functional or 
technical components of the management consulting body of knowledge. This 
can readily be accomplished, classically, through an MBA program with some 
exposure on the undergraduate or graduate level to accounting, economics, 
industrial engineering, management sciences, computer science, and the beha­
vorial sciences. This is not to say that those with other than the MBA degree 
would not make successful consultants. Management consultants have been and 
will continue to be drawn from every discipline. In today’s environment, 
however, and particularly in MAS practice, there is a heavy emphasis on the 
quantitative skills and on information handling and processing.
One point I must make, however, is that no matter what discipline a student 
may choose, it is important for those seeking to enter the management 
consulting profession—and many others as well—to have superior communica­
tion skills. Based on the graduates that we are hiring today, I can say without 
question that this is currently a major weakness. Something must be done at 
universities to teach students how to write clearly and persuasively. If our 
program in working with universities accomplishes nothing else but this, it will 
have succeeded.
Another aspect of management consulting that must be learned is the 
consulting art—how to consult. Today, the only way this can be learned is 
through experience, which is primarily in the form of on-the-job training. It is 
on this subject, however, that we think much can be done at the university level. 
While some aspects of the consulting art can be studied in a classroom 
environment through case studies, role playing, and other techniques, the best 
way to learn may be through field experience with actual consulting situations. 
This can be gained in work experience between undergraduate and graduate 
studies, during summers, or after graduation. More to the point in speaking to 
you as educators, however, is that it can also be done during the period of 
graduate studies as an integral part of the students’ assigned program. It could 
be accomplished through cooperation with local businesses.
There is yet one more aspect of a career in management consulting that a 
student seeking to enter the profession should be aware of. A successful 
consultant usually has certain personal characteristics. These include—





• A work ethic
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We believe this conference for educators and its objectives are important to 
the future of the management consulting profession and to future executives, 
managers, and staff specialists in business and government. As the role of the 
consultant (both internal and external) increases, there is a growing need for 
professionalism and some form of accreditation. The important contribution 
that the universities and individual educators can make toward attaining that 







Donald C. Jensen, Partner, Ernst & Ernst, Columbus, Ohio
The consulting process—its mystique and artistic subjectivity—has recently 
been analyzed, defined, and revealed in scholarly fashion by several AICPA- 
sponsored or -conducted research studies, professional activities, and related 
publications.
Management Advisory Services by CPAs,1 Exposure Draft on University Education for 
Management Consulting,2  and Management Advisory Services Practice Standards3 have 
all contributed significantly to a logical and descriptive outline of the consulting 
process, its interactive elements, and the systematic approach utilized by 
professional consultants in a typical and formal consulting engagement.
1. Edward L. Summers and Kenneth E. Knight (New York: American Institute of Certified 
Public Accountants, 1976).
2. AICPA MAS University Education Task Force (New York: American Institute of Certified 
Public Accountants, 1977).
3. AICPA (New York: American Institute of Certified Public Accountants, 1974).
This paper will expand on the concepts outlined in these publications and 
provide the reader with a perspective that will both attract people to the 
consulting profession and enhance the prospects for adding to the university 
process of educating future management consultants or those who would use the 
consulting process in other positions.
The exposure draft discusses the consulting process and divides it into three 
basic elements—analytic, administrative, and communicative. This paper sup­
plements the exposure draft and other publications: first, by defining the 
consulting process; second by distinguishing it from other services with which it 
might be confused; and third, by describing the consulting process itself.
Definition
As used in this paper, the consulting process is a series of activities, methods, 
procedures, and operations through which a professional consulting organiza­
tion utilizes its technical knowledge and skills to assist a client organization in 
meeting its defined objectives. Such knowledge embraces general consulting 
knowledge—the art and its functional and technical aspects—and knowledge of
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the relevant industry or public sector. Leadership ability and administrative 
knowledge combined with the previously described types of knowledge constitute 
the prerequisites needed by the aspiring management consultant.
The consulting process typically begins with the initial development of the 
engagement and then tracks the engagement cycle through stages: initial survey 
and discussion; written proposal and letter of understanding; design of detailed 
work plan; execution of the study itself, including the administrative and quality 
control aspects; and preparation of the report and the presentation and follow­
up of the study findings and recommendations.
Distinguishing Factors
If this conference is ultimately to lead to the development of more highly 
qualified aspirants into professional management consulting organizations, it is 
vital that we distinguish professional management consulting, and the process it 
utilizes, from other types of consulting. Our purpose in doing this is certainly 
not to question the value of other forms of consulting, but rather to avoid 
confusing these types with what we perceive to be the subject of this conference.
First, it is essential to distinguish between professional management consult­
ants and technical specialists. Some people apparently think that because 
certain technical specialists provide services to businesses on a fixed fee or per 
diem basis, the specialists have elevated themselves to the level of professional 
management consultants. This is not the case.
To illustrate, it would be incorrect to classify a computer programmer or a 
time study specialist, who establishes time standards for manufacturing and 
clerical operations, or a telephone communications specialist as a management 
consultant. On the other hand, some computer systems analysts might qualify. 
Systems analysts constitute the liaison between an organization’s management 
and operations personnel, on the one hand, and its technical computer person­
nel, on the other. The analysts who qualify as professional management 
consultants would be able to relate effectively to top management and to 
prescribed management objectives. Similarly, a professional who might have 
started out as a time study specialist, but has since developed to the point at 
which he can design and install an integrated work management system that 
will meet specific management objectives, may also qualify as a management 
consultant.
Another distinction, and probably a more critical one, is the difference 
between the consulting process described in this paper and what we might 
describe as “executive suite” consulting. Typically, the executive suite consult­
ant accepts the facts as presented to him by management and often accepts 
management’s diagnosis in addition. He then applies his skills in hypothesizing 
the optimum solution and ultimately provides his professional opinion. This 
might better be described as providing “informal advice,” not formal manage­
ment consulting. Topics sometimes covered in the executive suite environment 
deal with overall corporate strategies, e.g., acquisition criteria, market strate­
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gies, etc.; personnel problems, e.g., strengths and weaknesses of key officers, 
performance evaluation of management personnel, etc.; and executive compen­
sation matters and other topics to which the executive suite consultant does not 
normally devote a great deal of in-depth study and analysis.
On the other hand, even where the same topics are addressed, the professional 
management consultant typically develops the background data and underlying 
facts he needs by himself (or through his staff) or at least verifies and 
supplements the data and information supplied by management. He insists on 
obtaining the requisite background information and diagnosing the facts him­
self; many consider diagnostic skills to be the most important single qualification 
for consulting. He then develops his recommended solution through a systematic 
process of identifying and evaluating alternatives—rather than merely invoking 
his superior intellect, intuition, and relevant experience.
There are some very highly regarded consultants who provide informal advice 
quite successfully. A number of educators are also skilled at this approach. 
However, the process of rendering informal advice is much different than the 
consulting process that is at the heart of this conference.
Description
There are two general categories into which most consulting engagements fall:
1. Study engagements leading to specific recommendations for action after 
thorough analysis of feasible alternatives.
2. Implementation assistance engagements, which usually involve monitoring 
or otherwise participating in the implementation of the consultant’s own 
recommendations.
The consulting process is applicable primarily to study engagements. This 
section of the paper outlines the seven basic steps of that process—the steps that 
normally constitute the life cycle of a typical management consulting engage­
ment. Many variations are possible, depending on the client’s needs and the 
consulting organization’s operating philosophy, but in general most study 
engagements involve these steps.
Basic Steps of the Consulting Process
Development
An entire paper could address the topic of business development. The reference 
here is limited to identifying development as the cornerstone of the engagement. 
Today’s development brings tomorrow’s engagements.
It should be emphasized that every professional can and should contribute to 
the development of new business, either with existing clients or with new ones.
Many opportunities are brought to the attention of the senior consulting 
executives—sometimes by direct inquiry: “Can you help us with . . . ?” and 
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sometimes in the form of invitations to submit a proposal. However, many 
potential engagements are “discovered” by the alert young professional who 
observes opportunities to improve his clients’ operating systems, policies, and 
procedures. General alertness—in the form of listening to executives talk about 
their problems and in effective reading—produces consulting opportunities.
Initial Discussion or Survey
The initial discussion generally results from some form of development and may 
consist of a client’s invitation to discuss a problem or opportunity. Typically, 
the response to the initial invitation is a visit by a consulting partner, sometimes 
accompanied by an associate or, in the case of a CPA firm, by the client service 
partner assigned to coordinate all services to that client. In most cases, in 
preparation for the visit, the consulting partner has already undertaken research 
into the company, the industry, and unique background information relating to 
the inquiry. The partner may spend several hours with the senior client 
executives. He will usually walk through the operation involved, speak to 
managers and employees, and observe as much as he can. (Sometimes this walk­
through is not possible for reasons of confidentiality.) He will gather and 
analyze documents that might assist him, such as organization charts, market­
ing plans, catalogs, and reports of various types. He will then meet again with 
the senior client executive, validate his understanding of the situation, and 
describe, refine, and modify his perception of the engagement objectives. It is 
vital to the success of the engagement that specific objectives be identified.
Written Proposal and Letter of Understanding
In some cases the partner can establish the engagement terms on his first visit, 
and then merely confirm them in an engagement letter (a “letter of understand­
ing”). More frequently a written proposal is required. Professional management 
consulting organizations almost universally avoid the oral agreement confirmed 
merely by a handshake, because experience has shown that memories vary after 
the passage of time.
In most consulting organizations, proposals have developed into a fairly 
stylized format. This format is quite similar from one organization to another— 
not because any external authority has imposed it, but rather because each 
organization has determined what works best for it. In general, the proposal is 
designed to describe the consultant’s understanding of the client’s need, tell the 
client what is intended to be done for him, outline the approach and qualifica­
tions of the consultant, and try to persuade the client to accept the proposal. A 
proposal typically consists of the following elements:
a. Introduction. A brief paragraph designed to establish rapport by thanking the 
client executive for the opportunity to review his situation and for the 
assistance provided by him and his associates during the initial discussions.
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b. Basic Objectives. Establishes the purpose and the boundaries (scope) of the 
study and presents the consultant’s work plan (approach)—what he will do 
and how he will do it.
c. Role of Client Personnel. Establishes participation of client personnel, role of 
steering committees, if any, and the assignment of key client contact.
d. References. With permission of previous clients, will include similar assign­
ments and satisfied clients’ references.
e. Qualifications and Staffing. Who we are, why we are qualified to do this 
engagement, who will direct the engagement, who will conduct it, their 
backgrounds (sometimes included in appendixes).
f. Fees, Timing, and Billing. Includes estimated elapsed time, man-days, and the 
fee, fee range, or fee basis. Contingency fees, based on results to be obtained, 
are unethical for CPAs and unpopular with most other consultants.
g. Nature of Final Engagement Output. Identifies the tangible products that the 
client will receive. It discusses interim and final reports, and specific 
recommendations or achievements.
h. Anticipated Benefits. Often benefits will be expressed in qualitative terms. 
When quantitative estimates can be developed, they are usually expressed 
conservatively. The “selling” starts here, but always softly.
Engagement Plan
This is a written statement of who will do what, when they will do it, and how 
much time it will take. It includes identification of both consultant and client 
personnel. While the engagement plan starts to take shape as the proposal is 
being drafted, it is set down in much more detail during this phase. Throughout 
the engagement the work plan is continually updated.
If major changes occur in the engagement’s scope or objectives, they should 
be communicated to the client in writing regardless of whether they have an 
impact on the fee.
The Study Itself
This is the substantive part of the engagement. It consists of three distinct but 
partially concurrent subphases.
a. Fact Finding. Utilizing interviews, observations, documentation reviews, and 
many other techniques. It also includes creating and maintaining appropriate 
files of the information developed.
b. Analysis and Synthesis. Consisting of a review and evaluation of the information 
assembled, the development and evaluation of alternative courses of action, 
and the selection of the course or courses to be recommended.
c. Report Preparation. A written report is usually prepared, although sometimes 
an oral report, supplemented by a summary letter basically in outline form, 
can be satisfactory.
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As a general rule, with many individual exceptions, the “rule of thirds” can 
be used for planning purposes; that is, each subphase of the study requires one- 
third of the total engagement time. (Consultants rarely reveal this to the client 
because the average client would be shocked to learn that report preparation is 
one-third of the total effort. He thinks that he is the exception, someone who 
does not require a highly professional and carefully planned and well-written 
final report. He urges the consultant to drop by for half an hour and present his 
conclusions. However, if the consultant does this, the engagement will almost 
certainly not be successful in terms of achieving results.)
Report Presentation
This is the engagement’s natural conclusion, and anything following it tends to 
be anticlimactic. There are typically no surprises arising from the presentation 
of the report as a result of working with a steering committee or representatives 
of management. The report really should be a documentation of what has 
already been agreed to.
Follow-Up
Regardless of whether the consulting organization is engaged to assist in 
implementing its recommendations, follow-up is an essential part of a study 
engagement. It generally consists of making intermittent visits to observe how 
the client is implementing the consultant’s recommendations, making minor 
adjustments to the implementation procedures that might be required, and, in 
general, making sure that the client receives full value. 
Follow-up contributes significantly to the consultant’s effectiveness and to the 
client’s satisfaction. In addition, it enables the consultant to identify opportuni­
ties for further assistance.
Underlying the entire consulting process is the environment in which the 
consultant works and the pressures to which he is subjected. Thus, the process 
also embraces certain intangible considerations not normally thought of as part 
of the consulting process. These considerations include pressures to—
• Complete work on date established and within time budget.
• Accomplish study objectives without offending the client or upsetting his 
organization.
• Project a favorable image for one’s firm.
• Develop and secure new consulting business.
• Accept client criticism gracefully—sometimes when not fully justified.
• Be a good businessman and be able to bill and collect for the value of services 
rendered.
• Work with other professional colleagues, some smarter and more experienced, 
some not.
• Juggle or flip-flop client assignments and their priorities with your priorities, 
i.e., “hang loose.”
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• Be willing to fly anywhere on short notice to help a colleague help a client.
• Maintain an active and visible profile in a local community and in professional 
organizations.
• Maintain an active role as husband/wife and father/mother in a family 
environment.
• Maintain an attitude of complete professional independence and objectivity 
on the assignment.
• Develop decisions and recommendations under time pressures and other 
influences.
The above considerations must be taken into account when discussing the 
consulting process. They are a part of the ingredients that make management 
consulting one of the most challenging, yet satisfying, one of the most demand­
ing, yet rewarding, professions available to college graduates today.
Consulting is a rewarding career emotionally, intellectually, financially, and 
ethically—but it is also very demanding. To the extent that university curricula 
can be designed to prepare students technically and emotionally, together with 
enhancing their understanding of the consulting process—the analytical, admin­
istrative, and communicative elements—everyone, especially the aspiring man­
agement consultant, will benefit immeasurably.

The Consulting Process:
External and Internal Dynamics
Gordon B. Davis, Professor of Accounting and Management Science, College of 
Business Administration, University of Minnesota
This paper reviews both external and internal organizational dynamics of 
consulting. The work of consultants is summarized and the reasons or­
ganizations hire consultants are classified. Estimates of size distribution of con­
sulting firms are presented and the difficulties of staff leverage and of man­
agement of knowledge work are described in order to explain some important 
internal dynamics of consulting firms. These external and internal dynamics 
suggest certain skills and personal characteristics required for success in 
consulting. These characteristics indicate a recruiting strategy for a consulting 
firm and an educational strategy for a student interested in consulting.
Introduction
It is sometimes useful to consider humor as a reflection of our innermost 
feelings. Consultant jokes generally refer to the intrusion of outsiders into an 
organization, outsiders who have “superior” skills at solving the problem at 
hand. Yet there is a feeling that these consultants are not really “superior.” 
Consider two definitions of expert:
Expert: A person from out of town.
Expert: “Ex” means “has been” and “spurt” means a drip under pressure.
My perception of the consulting process comes both from several experiences 
as a consultant and from experience as a reviewer of consulting engagements for 
organizations using consultants, including work as an MAS consultant for a 
major firm; some individual consulting practice while a faculty member; 
association with a large faculty-based consulting organization; responsibilities 
within two different client organizations for reviewing and assessing two large 
consulting engagements by outside firms ($150,000 and $450,000); and an 
annual course at the University of Minnesota involving supervision of graduate 
student teams doing consulting-type projects in local industry—each project 
takes from six hundred to twelve hundred hours by the student team and twenty- 
five to fifty hours of faculty supervision.
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This paper will describe the external dynamics of consulting and the internal 
dynamics of a consulting practice. These topics will be related to the problem of 
hiring consultants and to the problem of obtaining consulting skills in an 
academic setting.
External Dynamics of Consulting
What Consultants Do
Six items selected from the new engagement list of a medium-sized management 
consulting firm illustrate the work consultants do.
1. Zero-base budget implementation.
2. Advise on strategy and structure of a specialized newspaper.
3. Assist in review of management development program and design a two-week 
training session using cases.
4. Economic impact of Federal Trade Commission proposed performance 
standard for product.
5. Expert testimony for analysis of a market.
6. Design and implementation of improved maintenance reporting and control 
system.
The above list contains topics ranging from very specific to very general 
consultation. Two dimensions of a useful categorization of consultancy projects 
are the specificity of the problem for which the consultant is hired and the 
degree to which the solution procedure is known (and tested). Some typical 
examples of engagements that fit in the classification are contained in exhibit 1.
EXHIBIT 1
































The classification of consulting assignments from general to specific is 
illustrated in exhibit 2 by a set of possible engagements related to computer 
information processing. These range from a top management assignment down 
to a specific production job. Some consulting firms do only the general 
assignments; others do only the specific jobs; and some do the entire range of 
assignments.
EXHIBIT 2
General to Specific Consulting Assignments for Computer Information
Systems Area
General
• Investigate organization and management of information processing.
• Assist in developing master plan for information processing.
• Prepare system design plan for computer application.
• Prepare program specifications for programs in application system.
• Do program coding and testing.
Specific
Some other dimensions of consulting engagements are also useful in under­
standing what consultants do.
Dimensions
From To




• Extent of implementation Advice and recom­
mendations only
Implementation










analysis of new 
data
• Expertise Specific problem, 
technique, etc.
General problem 
area, ability to 
synthesize, etc.
In almost all types of engagements, there are three important characteristics:
1. Engagement is temporary.
2. A major result of the engagement is a written report. The report is generally 
very important even though there may be other results (such as computer 
programs, turnkey systems, training materials, etc.).
3. There is generally a verbal report to a responsible executive.
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Why Consultants Are Used
The reasons organizations give for using consultants may not be the real 
reasons, but it is possible to arrive at a reasonable classification of why 
consultants are hired, as shown in exhibit 3.
EXHIBIT 3
Reasons for Using Consultants *
Although there are some differences between the estimated categorization for 
one consulting practice and the Davey survey of ninety-four organizations using 
computers, both emphasize the role of independence, breadth of experience, and 
specialized skills as major reasons for the use of consultants. The temporary 













Independence • Independent opinion based on unbiased 
judgment
—Second opinion to reduce uncertainty




—To share or shift responsibility for 
difficult decision such as reorganiza­
tion, plant closing, etc.
• New ideas and fresh approach
10
11.7
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management consultants in general. One point frequently mentioned in con­
junction with assignments where in-house personnel might have been used is 
the perceived ability of consultants to get the job done. The task has time and 
cost constraints that the consultants agree to meet.
The above discussion can be restated in terms of an organizational behavior 
of uncertainty reduction or uncertainty avoidance. “The organization seeks to 
avoid uncertainty by following regular procedures and a policy of reacting to 
feedback rather than forecasting the environment.”1
1. Richard M. Cyert and James G. March, A Behavioral Theory of the Firm (Englewood Cliffs, NJ.: 
Prentice-Hall, Inc., 1963), p. 113.
If it is accepted that organizations lean toward behavior that seeks to reduce 
uncertainty, then the use of consultants can be explained as a function of that 
organizational behavior. For example—
• Second opinion reduces uncertainty regarding decision.
• Independent work to add credibility reduces uncertainty regarding acceptance.
• Independent study to shift responsibility reduces probability of resistance 
(because of incorrect decision, bias, etc.).
• Use for new ideas and fresh approach reduces uncertainty regarding range of 
results considered.
• Use because of general ability reduces uncertainty about correctness of 
analysis and results (for general problem).
• Use because of technical skills reduces uncertainty about technical solutions.
• Use to supplement staff or management skills reduces uncertainty about task 
completion.
• Use to implement systems and train staff reduces uncertainty of task 
completion.
Internal Dynamics of a Consulting Practice
A consulting practice has been described in terms of the jobs performed and the 
reasons for hiring consultants. Some other important dynamics of consulting 
relate to size of firms, the opportunity for staff leverage, economics of consulting, 
and the problems inherent in the management of knowledge work.
Size of Consulting Firms
Although a recent estimate suggests that there are approximately 60,000 full- 
time management consultants, most of the firms in which they work have one, 
two, or three professional staff. There are a few large firms ranging in size from 
250 to 2,500 professional staff. Based on some personal estimates, the 60,000 
consultants are part of consulting firms varying in size, as shown in exhibit 4.
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EXHIBIT 4.
Number and Size of Consulting Firms (Davis Estimates)
ConsultantsFirms
Size of firm 











1 ( 1.0) 2,700 30.0 3,000 5.0
2-5 ( 3.1) 3,420 38.0 10,500 17.5
6-10 ( 7.4) 1,350 15.0 10,000 16.7
11-50 ( 17.9) 1,368 15.2 24,500 40.8
51-100 ( 63.5) 126 1.4 7,500 12.5
Over 100 (138.9) 36 .4 4,500 7.5
9,000 100.0 60,000 100.0
Median = 3.0; Mean = 6.7
Even given a fairly large error in my estimates, the following statements are 
probably reasonably correct:
• About 5 percent of consultants operate alone. These represent 30 percent of 
consulting firms.
• Two-thirds of the consulting firms have five or fewer consultants.
• The largest firms, representing about 2 percent of all firms, employ from 20 to 
25 percent of all consultants.
The estimates in exhibit 4 can be compared with the U.S. 1972 Census of 
Business Statistics for Service Industries—The SIC code of 7392 is for manage­
ment, consulting, and public relations services. Although 81,902 establishments 
are listed in the 1972 survey, only 16,246 have paid employees. Excluding public 
relations firms, there are 14,148 establishments with numbers of employees as 
shown in exhibit 5. The employees include both professional and nonprofes­
sional staff.
Leveraging of Staff
One characteristic of business organizations is a hierarchy or pyramid of staff, 
with the lowest paid employees at the bottom and a few highly paid employees 
at the top. CPA firms use the same organizational process with many juniors 
who receive relatively low pay and a pyramid of supervision with a partner at 
the top. A partner can supervise several jobs simultaneously, and a ratio of ten 
staff to one partner is common. The average hourly billing fee for an audit is 
therefore much less than the hourly rate for a partner.
This leveraging of staff is not seen to any great extent in law firms. A partner 
in a law firm may have supervisory responsibility for only one or two junior staff 
lawyers. The senior lawyer is not primarily a manager but is primarily a lawyer
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EXHIBIT 5












8-9 575  —
10-14 859 9,990
15-19 419  6,957
20-49 812 24,487
50-99  242 —
100 or more 145 38,733
with some assistance. Consulting firms tend to have a low leverage factor 
(depending on the type of consulting performed). This probably ranges from 1:3 
to 1:5. The consulting firm, in terms of staff leverage, probably falls between the 
CPA auditing practice and a law firm.
Type of firm Partner: Professional staff
Law 1:1.5
Consulting 1:3 to 1:5
Auditing 1:10
This fairly moderate staff leverage explains the difficulty of using a large 
number of inexperienced employees to provide on-the-job training. Unlike an 
audit in which somewhat routine tasks may be given to junior personnel with 
subsequent review, the consulting process requires fairly continuous involve­
ment by experienced personnel.
Economics of Consulting
Consultants do not have regular, repeated engagements like audits, but repeat 
business with the same clients is a necessity for most reputable consultants. 
Consultants generally prefer to work with healthy organizations rather than 
sick ones. The economics of consulting can be approached from the vantage 
point of either the supplier or the user.
The consulting firm must charge some multiple of the salary (or implied 
salary) for each consultant. This multiple will vary for different types of 
consulting firms, but, given an average of about 60 percent billable time, the 
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multiples to cover nonbillable time, clerical and secretarial support, business 
development, etc., for different size firms is likely to be as follows:
Hourly rate for
Multiplier $40,000/yr. staff consultant
Large firms 3X $60
Medium-size firms 2-2½X $40-50
Independent consultant 2X $40+
Since this paper addresses some faculty, it is interesting to note what 
minimum faculty consulting rates need to be in order to reflect the implied rate 
being paid by universities. These can be compared with some average rates for 
a group of active faculty consultants (1977 data).2













2X 3X (1977 data)
New assistant professor $20,000 $15 $30 $45 $60
Associate professor $27,000 $20 $40 $60 $70
Senior full professor $36,000 $27 $55 $80 $90
The implied rate is the amount of hours (about 1,320) the university requires 
per year, given vacations, breaks, etc.; generally much more is actually given by 
good faculty. The rates do not reflect an increased multiplier for special expertise 
or excellent consulting skills, nor do they reflect a discount because of lack of 
experience in consulting or discounting, because the consulting job has research 
or teaching interest.
For the user organization, the rates for consultants often appear high to the 
casual observer or to an employee. The person making $30,000 a year in the 
user organization (or $15 an hour) may ask how a consultant of somewhat 
similar personal characteristics and skills can be worth $40 to $60 an hour. The 
economic justification is based on two characteristics of consultant use:
1. The ability to purchase relatively small quantities of time without recruit­
ing or termination costs.
2. The selective purchase of personal skills.
It is the same economics that justifies renting of cars.
Management of Knowledge Work
A large percentage of consulting activity represents knowledge work (as opposed 
to production work, service activities, or clerical work). The management of 
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knowledge work has special productivity problems. This theme was stated by 
Peter Drucker:3
3. The Age of Discontinuity (New York: Harper and Row, 1969), p. 272.
4. Gordon B. Davis and Clyde A. Parker, Writing the Doctoral Dissertation: A Systematic Approach 
(Woodbury, NY: Barron’s Educational Series, Inc., 1979).
To make knowledge work productive will be the great management task of this 
century just as to make manual work productive was the great management task 
of the last century. The gap between knowledge work that is managed for 
productivity and knowledge work that is left unmanaged is probably a great deal 
wider than was the tremendous difference between manual work before and after 
the introduction of scientific management.
Every consultant, professor, or writer has observed the substantial difference 
in personal productivity from person to person, from day to day, and perhaps 
from hour to hour. When concentration or creative effort is needed, we are all 
too easily distracted by well-defined activities such as answering the mail, 
holding a conference, chatting with a colleague, and so forth. “Structured 
activity tends to drive out unstructured activity.” Often, the pressure of a 
deadline is the only means to obtain the concentration necessary for completion 
of knowledge work.
Since universities engage in knowledge work, professors should understand 
the productive management of such work. But, based on an examination of the 
doctoral dissertation process, it appears that we don’t do very well. Perhaps as 
many as 50 percent of doctoral candidates complete all course work but do not 
complete the dissertation.4 This suggests that certain individuals do not have the 
characteristics necessary to manage knowledge work successfully, or the man­
agement of such work could have been learned but was not.
My personal observation is that consulting firms have problems similar to 
doctoral candidates in managing knowledge work. Some consultants, otherwise 
well-qualified, seem unable to progress through the job to completion. There is 
a tendency to overanalyze and seek advice from everyone and anyone. If the 
problem is unstructured, these consultants do not do well. Successful firms use 
methods such as job procedures, progress reports, reviews, and so forth, to 
provide structure so that the task gets done.
Skills and Personal Characteristics of
Successful Consultants
 
The danger in describing skills and personal characteristics is that it becomes 
an all-purpose list of characteristics that would always be desirable.
However, there seem to be some essential characteristics of successful 
consultants:
1. Problem finding and problem solving skills.
2. Implementation skills.
3. Knowledge work management skills.
4. Persuasive and human interaction skills.
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Problem Finding and Problem Solving Skills
There is a problem or a management consultant would not be needed.5 The 
recognition of a problem (or problems) is a result of the difference between 
some existing situation and some desired situation. The desired situation that 
sets the difference can be produced by four possible models:
5. This section relies heavily upon William F. Pounds, “The Process of Problem Finding,” 
Industrial Management Review, Fall 1969, pp. 1-19.
1. Historical models—in other words, an extrapolation of past experience.
2. Planning models in which the plan is the expectation.
3. Other people’s models inside the organization, such as superiors or subordinates.
4. Extraorganizational models in which expectations are derived from competitors, 
customers, other similar organizations, professional organizations, etc.
Problem finding is essentially a process of identifying an appropriate set of 
expectations, comparing these to reality, identifying differences, and selecting a 
difference that is perceived to be a problem.
The role of the consultant in problem finding may be to identify the 
appropriateness of a historical model, a planning model, or people’s models 
inside the organization and perhaps to do an independent evaluation of these 
models; in many cases, the role of the consultant is to bring to the situation 
extraorganizational models based on the experience of the consultant in several 
organizations.
EXHIBIT 6
Flowchart of Managerial Behavior (Adapted from Pounds, “The Process of 
Problem Finding”)
PROBLEM
1. Choose a model. 
2. Compare to reality.
FINDING 3. Identify differences.




1. Consider alternative operators (solution procedures).
2. Evaluate consequences of operators.
3. Select an operator.
4. Execute the operator (implementation).
Having identified the problem, the consultant may then proceed with problem 
solving. Exhibit 6 uses the Pounds definition of an operator as a managerial 
activity that reduces the differences defined by problem finding. In other words, 
operators are solution procedures involving hiring, firing, planning, organizing, 
reorganizing, motivating, scheduling, marketing, etc.
There are, of course, analytical techniques for analyzing situations and 
devising alternative solutions. However, workable solutions tend to use fairly 
simple decision models or decision procedures. General management consulting 
skills are therefore seldom based on high-level quantitative analysis skills.
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Rather, there needs to be an awareness of analysis that may need to be done and 
an ability to relate the results to a problem solution.
Change-Agent Skills
A consultant is a change agent and, in general, organizations resist change. If 
recommendations are to be implemented, they must be technically valid, 
economically valid, and organizationally valid. New systems will frequently 
affect not only the work performed but also the working (social) relationships. 
The rather poor performance in implementation by OR/Management Science 
groups (or consultants) is a reflection of technical design without social design 
and poor change-agent skills. In a study by Argyris,6 the OR team continually 
attempted to elicit information about decision-making from management per­
sonnel. The management personnel felt a need to open with the OR team but 
saw them as secretive and unrevealing in their use of the information supplied to 
them. The OR team did not bring the management personnel into the analysis 
and design process because they saw themselves as a rational reform group that 
would supplement the “inadequate” line managers with efficient systems. The 
result of this approach was a rejection of the OR team’s recommendation.
6. Chris Argyris, “Resistance to Rational Management Systems,” Innovation, 1970, no. 10, pp. 
28-35.
Knowledge Work Management Skills
The ability to sort out the relevant from the irrelevant and to proceed rather 
quickly with essential tasks that will complete a job are vital characteristics. 
Literature search, survey of other firms, analysis of past data, and so forth are 
all useful, but they can be overdone, so that the task of arriving at a specific 
solution and implementing it does not receive adequate attention. The manage­
ment ability needed by a consultant is not only to follow a management plan 
prepared by the project leader but also to provide personal structuring for 
individual assignments.
Persuasive and Human Interaction Skills
A consultant rarely has any well-defined organizational sanctions (or motiva­
tions) to use in obtaining cooperation during the assignment. There are some 
ill-defined sanctions:
1. The consultants were hired by management, and management expects 
cooperation.
2. There is a waste of organizational resources if the consulting work is not 
productive.
These two ill-defined sanctions are not sufficient to obtain cooperation if the 
organization personnel involved are strongly opposed. The consultants must 
rely heavily on personal persuasion and human interaction skills. These are 
applied to
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1. Problem finding to elicit cooperation.
2. Analysis stages to obtain data.
3. Implementation to obtain cooperation and acceptance.
An Educational Strategy for a Consultancy Career
The preceding discussion has highlighted both the reasons for hiring a consult­
ant plus the characteristics of a job done well. The consultant is hired based on 
experience and mature judgment or on specialized knowledge. The consulting 
skills themselves depend in part on experience or specialized knowledge for 
problem finding, problem solving, and implementation. These experience 
characteristics are not always found in MBAs, and consulting firms are very 
active in hiring those more mature MBAs who do possess them.
A strategy for educational preparation of consultants should focus on skills 
such as the following:
Report writing. The report is frequently the only visible product. Grammar 
beyond the minimum requirements, creative writing, report writing, etc., are 
high priority.
Interpersonal skills. An understanding of human behavior and skill in interper­
sonal relations.
Organizational behavior. There should be an emphasis on the process of organi­
zational change and the role of change agents.
Knowledge research skills. Traditional library search skills, use of computer 
search tools, interview and survey skills, etc.
Analytical skills. Quantitative analysis, model building, statistics, computer 
use, etc.
Management and organization skills.
Functional knowledge.
This academic base should be supplemented by experiences and activities that 
develop a command presence and verbal and written persuasive abilities. Case 
courses assist in this orientation. At the same time, there needs to be a self­
examination for existence of certain personal characteristics desirable to con­
sulting:
1. Tolerance for ambiguity in assignments.
2. Tolerance for fairly continuous change of environment.
3. Enjoyment in “selling” self.
4. Ability to inspire confidence.
Summary
It is necessary to understand the external and internal dynamics of consulting in 
order to understand the skills and personal characteristics of successful consult­
ants. These dynamics suggest an educational preparation strategy for a consul­
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tancy career. This paper describes the external dynamics of what consultants do 
and why they are hired. The internal dynamics of size, leverage, economics, and 
management are surveyed. This survey suggests that successful consultants have 
skills in problem finding and problem solving, being change agents, knowledge 
work management, and persuasion and human interaction. To be all things is 
impossible, but these factors suggest academic and nonacademic activities that 
will aid in preparation for consulting work plus some personal introspection to 
evaluate one’s suitability for such work.
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Understanding the Analytic 
Approach: The Viewpoint of 
One Consultant
W. Edward Cushen, Vice President and Director, MATHTECH, Inc., 
Washington, D.C.
Introduction
The purpose of this paper is to present the judgments of one practicing 
consultant to serve as one of two stimulus papers to the workshop conference on 
university education for management consulting. It is designed to help identify 
what the learning objectives to be placed on university educational activities 
should be and, secondarily, to help find methods of teaching to reach those 
objectives.
The portion of education considered is that of “understanding the analytic 
approach.” Definitions and lists of factors implicit in the analytic approach are 
prepared, and the degree to which such factors are understood by a variety of 
user and producer groups is subjectively evaluated. Mismatches occur that are 
judged to be the cause of some of the misunderstanding of the analytic approach, 
and these are translated into requirements for learning. Several suggestions for 
developing teaching methods for learning these skills are offered, primarily the 
suggestion that clinical laboratory sessions become part of the mandatory 
university training program for management consulting.
Definitions
The analytic approach is primarily an attitude, in which a problem is 
approached with the conviction that rational, logical, mathematical, scientific 
ways of addressing questions can be productive in solving larger, dynamic, 
organizational, and operating problems. Definitions used in some of the 
background materials for this conference are fully acceptable,1, 2 but it is
1. AICPA MAS University Education Task Force, Exposure Draft on University Education for 
Management Consulting, April 23, 1977, p. 12.
2. Edward L. Summers and Kenneth E. Knight, Management Advisory Services by CPAs (New York: 
American Institute of Certified Public Accountants, 1976), p. 41.
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important to note that there is the initial assumption that careful analysis can 
help solve a problem.
Other approaches to problem solving include intuitive approaches, the 
methods of the artist, political negotiating, the adversary approach, consensus 
techniques, and simple reaction. Henri Bergson, the French biologist-philoso­
pher, drew attention to the idea that insects may be so successful in solving 
problems because their approach to problem solving is intuitive, rather than 
rational. We have all been exposed to situations in which results of a careful 
analytical study form but one ingredient in a lawsuit or an administrative law 
hearing. Many analytic studies are judged to be valid if the data and models 
produce answers that curve-fit to the results that might be achieved by a first- 
rate managerial artist.
There is a second component to the analytic approach, and that is the corpus 
of analytic model-building methods, the approved procedures for doing a study, 
and the body of instructions on how to draw inferences from analytic work.
A landmark document attempting to describe standards of performance in 
methods and in the broader performance of management advisory services is the 
report of the Operations Research Society of America (ORSA) Ethics Commit­
tee.3 For purposes of this conference, what was said in that document about the 
practice of “operations research” can be regarded as interchangeable with the 
practice of “management advisory services.”
3. The ORSA Ad Hoc Committee on Professional Standards, “Guidelines for the Practice of 
Operations Research,” Operations Research, 19, September 1971, pp. 1123-1258.
The Analytic Approach
My intent is to provide a list of “learning objectives”—goals or skills that are 
promised to a student in return for his payments to a university. In a sense, the 
learning objectives can be regarded as contract deliverables for the university. 
The problem is narrowed to one piece of management consulting—that of 
understanding the analytic approach.
I will attempt to describe those learning objectives in terms of my experience 
concerning what the requirements for that understanding are. I believe that 
various user and producer groups have different kinds of requirements in 
understanding the analytic approach. The manager doesn’t have to know how to 
do linear programming, and the analyst doesn’t have to know the full details of 
behind-the-scenes negotiations. Therefore I will develop a list of different kinds 
of MAS producers and users, and attempt to differentiate among their needs.
Similarly, I will produce a list of things to understand about the analytic 
process.
Then I will boldly offer value judgments, based on my observations over the 
past twenty-seven years of MAS work, on what is needed and provided and on 
what is needed and not provided.
This exercise will be followed by some suggestions for teaching methods to 
meet the unmet requirements. I will base these suggestions partly on my own 
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teaching experience and partly on an answer to the question, “How do people 
learn those things?”
Understanding the Analytic Approach
I suggest the following list of facets of understanding the analytic approach. The 
list is not exhaustive, and there is some overlap. The selection is made as it is 
because I have found these distinctions to be useful in helping me to identify 
what is concerning my client when I am trying to convince him (or myself) that 
doing an analysis is worthwhile.
1. An understanding of whether an analytic approach is needed at all. In general, I 
find university graduates determined to apply an analytic method and to express 
some annoyance with the struggles that prompted someone to decide to spend 
money to do some analysis. I wish that students would be exposed to the 
experience of seeing when an analysis is needed and when it is not.
2. An understanding of the purpose of doing an analysis. Given that an analytic 
approach is to be followed, this factor of understanding is one in which the 
variety of special purpose goals is appreciated. An analysis may be done because 
the client knows he wants an economic evaluation of different facility location 
options. It may be done because prior discussions on the subject were largely 
political and no one was sure of either the facts or what their collective 
consequences might be. It might be an analysis to add to the weight of 
discussion in a budget justification process, and it might be a way of getting a 
subordinate manager’s attention focused on a problem of concern to a higher 
level of management. An analysis might be a way of stalling for time.
3. An understanding of where and when the results are needed and how they will be 
used. In most organizations, there is a decision-making process, and hardly 
ever a single decision event that is not preceded by extensive preparatory 
negotiation involving many parties. In many organizations, especially govern­
ment and large corporations, there may not even be a single decision-maker 
who has true authority. I wish that analysts would understand better the 
dynamics of the decision-making process, as well as the fact that there is one.
4. An understanding of the analytic methods to be employed. The universities seem 
to be doing an excellent job of teaching people how to do linear programming, 
micro-economic modelling, and computer-based analyses. There is a wide range 
of such understanding among clients, ranging from sheer annoyance that an 
analytic approach has to use those methods, to a technical understanding that 
sometimes rivals that of the producer.
5. An understanding of the art of using the methods. This kind of understanding 
includes knowing how to move to alternate modelling forms, how to shift gears 
when the data is unsatisfactory, and how to build the next decision to include 
the results of the analysis that has just been used.
6. An understanding of the scope of the analysis. This includes an understanding 
of how far the analysis should proceed, which part of the total problem it should 
tackle, where it should have deliberate crosswalks to other parts of the problem, 
and how much analysis is enough.
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7. An understanding of the requirements for “proof.” This kind of understanding 
identifies how accurate the answers have to be in order to be useful, as well as 
when the analysis is finished. One of my best friends is an artist who observes 
that what an artist needs most is to have someone to hit him over his head when 
his painting is finished, because he is inclined to keep going.
8. An understanding of the interplay of the analytic approach with other 
approaches. Professionals tend to have an arrogant parochialism and a low 
tolerance level for other cults. People highly skilled in analytic techniques are 
frequently disdainful of the adversary process; the adversary process is a truth­
seeking process, in which analytic inputs may (or may not) be useful.
9. Understanding the mode of interaction with the client. This important factor 
affects the client’s understanding of, and appreciation for, the analytic approach.
10. Understanding how to adapt answers from the analytic approach when new 
assumptions arise. This kind of understanding enables one to know when to 
modify a prior analysis, how to do it, and when to regard the prior effort as a 
disposable “sunk cost.”
11. Understanding what to do when a surprise answer appears. Failure to respond 
to this most delightful circumstance on the part of the analyst causes a lot of bad 
press for the analytic approach. In my opinion, this does not have to be an art 
form that is hereditary—I believe it can be learned.
12. Understanding what to do when the analytic approach is rejected. I hid when the 
Army rejected my inspired model of the armored battle of Singling, masterfully 
based on symbolic logic. I am proud of those infrequent occasions in which a 
defeat created the conditions for a higher level of problem solving. I believe that 
some of these skills can be learned.
13. Understanding the resource requirements of the analytic approach. This includes 
questions of cost, time, opportunity costs, and the possible domino effects of 
using the analytic approach.
14. Understanding objective functions. Analysts have typically avoided problems 
that cannot be phrased as either “maximize profits or benefits” or “reduce 
costs.” Problems of equity are, in my opinion, far more important than 
problems of efficiency. “Love” is one way of saying “maximize benefit to 
another at your own expense.” I am convinced that the next great step for the 
analytic approach is to move in that direction.
Thus, I argue, “understanding the analytic approach” is very complex, and it 
involves all of the above, and then some more.
Understanding by Whom?
Given an array of components of “understanding,” the next important topic to 
be covered is distinguishing among those who are doing the “understanding.”
Here I would like to suggest another list, also not exhaustive, and also with 
some overlaps, and with migration among the groups likely.
57
1. The practitioner. This is the person doing the analysis, his project leader, and 
his helpers.
2. The salesman. This is the person who “markets” the analytic approach.
3. The immediate user. This is the person who has the problem to which the 
analytic approach is addressed, who has to use the results of the analysis and 
live with the consequences of his decision.
4. The user’s manager. The immediate user’s supervisor who has to employ the 
user’s answers in a broader context.
5. The user’s lawyer. This can be the firm’s law unit, the government agency’s 
general counsel, and others who must decide on legal questions.
6. Other affected units. These people are users in the sense that some other units 
will be adversely affected by the analysis, and others will have enhanced 
positions.  
7. Planners, budgeters, field hands, inspectors, and policemen. This group is intended 
to reflect those individuals whose fates are either tightly linked to an 
appreciation of the analytic approach or who find it difficult to understand 
why they are always the pawns in the great corporate or government chess 
game. Analysts lovingly call these people their data base and characterize 
them as “the controllable variable, x.”
8. Adversaries. This very large group of user-observers has at least as many 
dimensions as those already covered.
9. The public interest. By this I mean the bono publico of the lawyer, the 
“motherhood” of the dreamer, our grandchildren, and what God expects of 
us. I do not include stockholders in this category, since they have been 
covered as part of the corporate interest.
Each of these groups also has a broad spectrum of “understanding the 
analytic approach.” And each, in my opinion, has different needs with respect 
to that understanding.
A Matrix
Presented on page 58 is a matrix I have constructed using the factors in 
understanding the analytic approach as the rows (stub entries) and the “By 
whom” as column headings.
My estimate of how well, in general, each group understands which facet of 
the analytic approach is symbolized by circles. Filled circles show my feeling 
that this understanding is good; empty circles that it is badly deficient. Half­
filled circles reflect my judgment that some is good and some is not.
Analysis of the Matrix
The information in the matrix reveals a number of generalizations:






































































1. Is AA needed ?
2. What is purpose of AA?
3. Where and when for results?
4. AA method content
5. Art in using AA
6. Scope of AA
7. Requirements for “proof”
8. Interplay with other approaches
9. Client interaction
10. Adaptation to new assumptions
11. Response to surprise
12. Response to rejection
13. Cost of AA
14. Equity vs. efficiency
Key
O Understanding of 
this factor by this 
group is, in my opin­
ion, badly deficient
some good, some not
• Understanding here 
is generally very good
Who Understands What About the Analytic Approach?
2. Practitioners are weak in some understandings important to users, and users 
understand the analytic approach better than the practitioners in those very 
respects:
(a) Is an analytic approach really needed?
(b) How accurate must the results be for proof?
(c) How is the analytic approach balanced with other approaches?
(d) What to do with a surprise answer coming from the analytic approach?
3. Lawyers and members of the adversary community understand very well 
what they must do with the analytic approach.
4. Users and managers are at a disadvantage in understanding the analytic 
approach when changing conditions materially alter the assumptions and in 
recognizing the long-term pervasive costs of starting the analytic approach.
5. Practitioners need much more knowledge and experience in the art of 
understanding the dynamics and pressures in the decision situation.
Learning Objectives
When these needs are translated into learning objectives for students at 
universities, several clear objectives emerge:
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1. Universities should continue to stress the technical skills in management 
science, operations research, econometrics, etc.
2. Universities should also provide graduates with “marketable skills” in 
analytic assignments of very short duration.
3. Universities should train students in the skills of recognizing when an 
analytic approach is needed, how it fits into the decision process, how to 
show users to adapt the approach, what to do when rejected, and what to do 
with a surprise answer.
4. Universities must train analysts to interact with professionals in other 
disciplines, especially lawyers and politicians.
5. Universities must develop methods for analyzing problems from a public 
interest point of view and should provide such services.
6. Universities should determine ways of incorporating the effects on workers 
and others affected by decisions in which the analytic approach has played 
an important part.  
7. Universities must provide training for managers, lawyers, and other user 
groups in how to adapt and use the analytic approach to greater advantage 
in their operations.
Teaching Methods
The report, Management Advisory Services by CPAs, provides an extremely interest­
ing table showing relative rankings of sources of learning different MAS skills.4 
Respondents to the questionnaire used in that study ranked work experience as 
the most important source of learning skills, which I have called “understanding 
the analytic approach.” Only in the factor called technical method understand­
ing does the university rank highest. Universities also rank relatively high in 
teaching communication skills, which must be presumed to be important in the 
list of factors affecting an understanding of the analytic approach by users and 
managers.
4. Summers and Knight, p. 34.
Recently a college went through a long and arduous process of deciding what 
should go into their college curriculum. The traditional academic forces 
guaranteed a solution that was only marginally different from the existing 
curriculum, which had led to a declining enrollment. A key change was 
introduced when someone suggested that the right question was, “How do 
students learn?” rather than “How should teachers teach?” The result was a 
curriculum that increased enrollment, was diffused broadly through the univer­
sity community, and attracted considerable financial support to test the concept 
and explore further opportunities for using the idea.
When it comes to teaching methods, therefore, I urge that the learning 
objectives be examined and the question, “How would students (practitioners 
and users) learn these skills in understanding the analytic approach?” be asked.
The survey referred to above suggests that they now learn them on the job. I 
suggest that this learning process is harsher than it need be, as far as the learner 
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is concerned. Learning on the job frequently carries a punishment consequence, 
or at least a deferral of reward. It is not a systematic learning process in which 
discussion, experimentation, or parametric analysis is possible.
I suggest that universities should vigorously incorporate into their curriculums 
a vigorous, mandatory, continuing sequence of clinical laboratory sessions, in 
which the whole stream of problem solving is carried out, analyzed, evaluated, 
and discussed. If necessary, I would be happy to have our new analysts have a 
little less depth in analytic techniques in order to make way for the time required 
for these clinical sessions.
Understanding the Analytic 
Approach
William T. Morris, Department of Industrial and Systems Engineering, Ohio 
State University
Focus
In this paper, the analytic aspects of the management consulting process are 
characterized in the context of multiple modes of professional functioning and a 
multi-phase model of the client change process. It is argued that students of 
consulting should explicitly develop their own styles of analysis, will find their 
own paradigms of the client-consultant relationship useful in doing this, and 
need to see themselves as change process designers rather than doctors or problem 
solvers.
Some Premises
To move immediately toward some hypotheses reflecting our research and 
experience in education for management consulting, some premises are needed.1 
These premises are, of course, matters of varying degrees of uncertainty but 
seem generally consistent with the Exposure Draft on University Education for 
Management Consulting, dated April 23, 1977, prepared by the AICPA MAS 
University Education Task Force.
1. These notions stem from courses taught for professionals entering the consulting role and from 
some recent research done by the Ohio State University Productivity Research Group (NSF 
RANN APR^75-20561). The following items are available through NTIS or from the Productivity 
Research Group while the supply lasts:
Measuring and Improving the Productivity of Administrative Computing and Information Services: A Manual 
of Structured, Participative Methods, by OSU Productivity Research Group.
Guidelines for the Use of a Productivity Measurement System as a Decision Tool for Data Processing 
Management, by Judith B. Kirkbride.
Application of the Delphi Technique to the Development of Productivity Measures, by Keith E. Morris.
Management Evaluation of a Methodology for Development of a Productivity Measurement System, by D.
Scott Sink.
Summaries of Activities at Research Sites, by OSU Productivity Research Group.
Productivity Measures for Administrative Computing and Information Services: Outputs of Structured 
Participative Methods, by OSU Productivity Research Group.
The first premise is that the analytic approach involves at least the profes­
sional activities of scouting, diagnosis, targeting, information gathering, the 
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application of methods based on mathematics and the behavioral sciences, and 
systems design.
Second, education for management consulting should assume that the con­
sultant’s objectives are not problem solving or report production, but rather 
planned and intended changes in the behavior of clients and client organizations.
Third, practicing consultants always face the problem of “keeping three balls 
in the air at once.” This problem consists of: allocating all scarce resources 
(professional time, client time, engagement budget, etc.) in ways calculated to 
maximize the mutual satisfaction of client and consultant; dealing with the 
client’s focal problem and creating the new system; and executing an implemen­
tation strategy designed to assure a high probability that intended behavior 
changes will actually occur.
Fourth, there is a strong relationship between the ways in which the analytic 
phases of a consulting engagement are executed and the probability that the 
intended behavior changes will actually occur. Client personnel who participate 
in information gathering or modelling are more likely to accept the resulting 
system design than are those who do not participate, for example.
Premises 3 and 4 suggest that the analytic approach can be most usefully 
taught and understood within the context of the entire range of management 
consulting activities.
Experienced, practicing management consultants behave in ways that may 
usefully be characterized as personal consulting styles. Style tends to reflect 
one’s self-image, competencies, and reinforced experiences. Education for man­
agement consulting should, therefore, openly and explicitly aim at the develop­
ment of personal consulting styles. Students of consulting should be encouraged 
to experiment with new professional behaviors and to be self-consciously 
concerned with the development of their own personal styles.
Other people’s paradigms of professional functioning have a low probability 
of guiding or influencing one’s behavior. This statement includes, of course, the 
paradigm that is developed in this paper. Education for management consulting 
should explicitly encourage students to develop their own paradigms of profes­
sional functioning, since these will have a much higher probability of guiding 
their behavior.
Three Basic Hypotheses
Swallowing, at least temporarily, this large mouthful, we are in a position to 
raise three basic hypotheses that may be of some help in understanding the 
position of the analytic approach in management consulting.
1. The findings of the behavioral sciences suggest a way of looking at alternative 
modes of professional functioning, which is useful in the development of one’s 
personal consulting style. Sometimes, for example, the consultant operates in 
a facilitating mode, helping clients work out their own problems, and 
sometimes in an expert mode, recommending changes based on a high degree 
of professional sophistication.
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2. All of the professions engaged in “helping” or “advising” or changing 
behavior use a roughly common model of the phases that clients experience 
in moving toward behavior changes. Clergymen, psychiatrists, guidance 
counsellors, and management consultants all typically assume that clients 
will move through phases such as: catharsis, stress relief, putting the past 
behind one; self-awareness, self-objectification; self-evaluation; and so on.
3. A helpful first cut at developing a personal consulting style is to undertake 
the problem of creating a contingency theory that focuses such research and 
experience as may be available on the double question: (a) what mode of 
professional functioning should I use in each phase of the client change 
process, and (b) how much effort (in the general sense) should I allocate to 
that phase?
Modes of Professional Functioning  
To argue the plausibility of these three hypotheses, we begin by laying out some 
modes that we have found useful.2 Whatever virtue they may have lies in their 
suggestiveness rather than in conceptual neatness.
2. This concept of consultation modes was stimulated by Robert R. Blake and Jane S. Mouton, 
Consultation (Reading: Addison-Wesley Publishing Company, 1976).
3. For a complete specification of these methods, see Andre L. Debecq, Andrew H. Van de Ven, 
and D. Gustafson, Group Techniques for Program Planning: A Guide to Nominal Group and Delphi Processes 
(Glenview, Ill.: Scott, Foresman and Co., 1975).
Acceptant, Listener
The consultant encourages client expression, listens effectively, makes no 
evaluative responses. The consultant exhibits the clinical skill of concerned 
listening without being judgmental, thus encouraging the client to clarify 
problems and to relieve anxieties and frustrations.
Expert, Solution Provider
The consultant functions in the traditional mode of the expert with special 
knowledge and experience, solves the client’s problem, and provides a recom­
mended solution or design for a new system.
Structured Group Process Coordinator
The consultant coordinates and facilitates groups of client people working on 
well-defined tasks using structured group processes such as brainstorming, 
brainwriting, the Nominal Group Technique, or the Delphi Method.3 The 
consultant is careful to stay out of the substantive considerations and play the 
low-profile role of structuring an efficient and effective group process.
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Teacher, Skill Developer
The consultant seeks to enhance the competence of client people by teaching 
tools, techniques, methods, and skills that have direct application to immediate 
client concerns. The consultant may also teach principles, theories, or bodies of 
knowledge that are expected to increase client competence in a much more long­
term sense.
Data Gatherer, Information System Designer
The consultant undertakes to collect, or plan the collection of, information 
believed by either client people or the consultant to be useful in some phase of 
the client change process. Note that in this mode the consultant is acting as a 
data gatherer only, leaving the analysis and interpretation of the data to the 
client or to some joint effort involving both client and consultant.
Challenger
The consultant challenges or confronts the client with data, information, 
standards, comparisons, and “tough” questions. The consultant seeks to make 
client people “face up” to opportunities, shortcomings, inconsistencies, and 
evidence that may suggest unfavorable interpretations.
Collaborator, Team Member
The consultant becomes a member of a team of client people, working on some 
fairly well-defined task. The consultant may bring special skills and experience 
to the work of the team, but is careful to recognize the special knowledge of the 
client members as well. The consultant avoids leading or dominating the work 
of the team, seeking consensus decisions.
Phases of Client Change
A variety of efforts to bring about behavior change, to implement new methods, 
or to bring new systems into being may be illuminated by comparing them with 
the following simple model of the phases that seem to typify the client change 
process. We have omitted from these the important preliminary phase involving 
the entry of the consultant into the client organization and the process by which 
the consultant becomes legitimized. These are crucial preliminaries to the 
relationship, which we set aside only in the interest of simplification. It may be 
helpful to think of the following phases as descriptive of both individual change 
and organizational change, permitting the term “client” to refer to both.
It should not be supposed that these phases are necessarily well-defined and 
distinct. Nor do all clients or client organizations move through all of the phases. 
The order in which they are presented here suggests a certain logic, but, of 
course, an actual change process may involve not only a different ordering, but 
a shifting back and forth among the phases.
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Scouting, Targeting, Diagnosing
The client’s attention comes to focus on a limited, although perhaps vaguely 
understood, problem area or source of difficulty and dissatisfaction. The client 
begins to refine feelings about “what is wrong” or where change is likely to have 
the best benefits-to-burdens ratio.
Stress Relief, Catharsis
The client reduces the inhibiting effects of past frustrations, anxieties, and 
conflicts. Blame casting, fault finding, injustices, and so on, are expressed and 
set aside, and the client’s attention is to some degree freed for concentration on 
the change process.
Self-Awareness
Data gathering, modelling the present system, and studies of “how we do it 
now” increase the client’s self-perception and self-objectification.
Self-Evaluation
The client comes to make his or her own evaluation of present behavior. The 
client becomes clearer about goals, standards, and objectives and their relation 
to existing behavior. There is a growing appreciation of the need for change, the 
material and psychological costs of change, and the development of realistic 
expectations about the change process.
Self-Designed Change Strategies
The client or client organization plans or accepts plans for new behaviors, 
methods, and systems. The greater the degree to which the client participates in 
the planning of change, the greater the probability that change will actually 
occur. This phase also includes the planning of tests, experiments, and trials of 
the new behavior.
Trying Out the New Behavior
The client experiments with new methods and systems. Experimental learning 
leads to modifications and refinements.
Reinforcing the New Behavior
To be replicated, to be made a part of the individual’s or organization’s 
repertory of behaviors, the new behavior must be rewarded and reinforced.
Assumptions
The client change process discussed rests on several widely held assumptions for 
which there is a good deal of both casual and systematic evidence.
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1. Frustration, anxiety, conflict, and anger reduce the probability of behavior 
change, and the stress that they create can be significantly relieved by 
expression and sharing.
2. Collaboration, participation, and involvement of the client in the change 
process are essential. People and organizations cannot be changed by 
consultants; they change themselves.
3. Change is most likely to occur if clients take responsibility for understanding 
their own behavior, clarifying their own standards and goals, and comparing 
these themselves.
4. The greater the degree to which the client sees the new behavior or system as 
self-designed, the greater the probability that change will occur.
5. Lasting behavior change requires a “support system” that limits the fear of 
failure and rewards the new behavior, thus reinforcing it.
We can suggest the relationships among these concepts by picturing the 
alternative modes of professional functioning in association with the rows of a 
matrix, and the phases of the client change process in association with the 
columns (figure 1). Two versions of the matrix may be suggestive. In one 
version, one may note in the cells some of the more detailed methods of
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executing a particular mode to manage a particular phase in the change process. 
In a second version, one may specify a strategy for a particular consulting 
engagement by allocating consulting effort among the cells of the matrix. We 
illustrate these versions with two examples, emphasizing again the importance 
of having each student create his or her own personal set of corresponding 
concepts.
An Acceptant Example
The acceptant, listener mode is one that most practicing consultants immedi­
ately acknowledge as a part of their style, yet it is one that students of consulting 
may not be self-conscious about and may fail to include as part of their explicit 
style. Consider, for example, the cell in the “how-to-do-it” version of the matrix, 
which represents the use of this mode for the phase of stress relief or catharsis 
(1,2). The ways of doing this might include the following:  
1. The consultant may arrange a series of individual interviews with those client 
people whose behavior is most likely to be ultimately influenced by the 
change process. The consultant listens effectively, avoids judgmental re­
marks, and encourages the expression of frustrations and past “road blocks” 
seen as preventing change.
2. The consultant may seek the same opportunities on a casual, unscheduled 
basis.
3. The client personnel may be invited to write an anonymous letter to the 
consultant expressing their frustrations and conflicts. This data is later 
summarized for discussion at a group session.
4. A structured group process may be used by the consultant to bring out 
frustrations and conflicts in a depersonalized and efficient way. The Nominal 
Group Technique and Delphi Method have been used to do this effectively, 
as well as to test for consensus among client people in this regard. Here, the 
consultant is really combining the acceptant mode with the structured group 
process coordinating mode.
The second version of the matrix in this example would encourage the 
consultant to come to grips with the questions of what resources should be 
devoted to the acceptant mode-stress relief aspect of the consulting engagement. 
Here, the matrix begins to provide a structure for planning the full program for 
bringing planned change to a client or client organization. Bases for the location 
of consulting effort are hard to find, and one relies heavily on judgment and 
emerging experience. It is, however, very much worthwhile to formulate some 
rough hypotheses such as—
• The greater the client’s history of frustration and conflict associated with an 
area of potential change, the greater the urgency of such change.
• The longer client people have worked together, the greater the effort that 
should be allocated to the acceptant-stress relief aspect of the consulting 
engagement.
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The present state of the art and the necessity for acting in the absence of 
systematic bases for allocation of consulting effort may lead one to formulate the 
following vague, possibly dangerous, hypothesis, which is plausible to some 
practicing consultants.
• Given an explicit recognition of the alternative modes of professional function­
ing, and given an explicit recognition of the phases in the client change 
process, the probability of achieving change is not very sensitive to rather 
wide variation in consulting effort allocations.
A Structured Group Process Example
Still keeping in mind that a matrix such as this one is far less likely to influence 
a student’s behavior than one that is self-developed, we illustrate one more cell. 
Consider the consultant acting as a structured group process coordinator to 
begin the self-designed change process (3,5). We use the particular example of 
the development of a productivity measurement system for a data center, 
management information system, or administrative computing and information 
(ACI) service. Structured group processes are among the newest professional 
modes to be explicitly recognized, and considerable evidence testifies to their 
effectiveness. They have the virtues of being—
• Robust, user-proof.
• Teachable.
• Efficient and effective.
• Highly rewarding and satisfying to the client participants.
Productivity for ACI services may usefully be thought of, not in terms of a 
single measure, but rather in terms of a series, list, or vector of measures. The 
vector will include individual measures that attempt to assess efficiency and 
effectiveness from the viewpoints of—
1. ACI service staff and operating management.
2. The various clients of the service, including those who receive its information 
and documentary output, as well as the managers whose decision-making it 
seeks to enhance.
3. The overall organizational objectives as embodied in the planning and 
decision-making of top managers who determine ACI service budgets and 
policies.
We are in the midst of a slow diffusion process involving an increasing 
tendency to use participative strategies for decision-making, problem solving, 
planning, and design tasks. Groups, rather than individuals, are being used for 
these undertakings, for several reasons:
1. Groups bring together knowledge and skills not possessed by an individual.
2. The product of a group is more likely to be accepted by those who must act 
on it than is the product of an individual.
3. If the members of the group must themselves act on the basis of their group 
efforts, not only are they more likely to accept the group’s findings, but they 
are also likely to be more effective or productive in the ensuing actions.
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4. There is a “group effect” through which group members learn from each 
other, stimulate each other, and supplement each other’s knowledge and 
skills. The product of the group is thus in some sense greater than the sum of 
the individual contributions.
In the experience of many managers, the validity of these reasons is such as to 
make participative strategies appealing. Group processes, however, are not 
without their shortcomings. These “group process losses” make participative 
strategies almost always expensive and sometimes seriously ineffective.
The structured group process approach gives the consultant a low-profile role 
as a provider of methodology or strategy, rather than as a substantive resource 
for the group. In this approach, however, there is little that is casual or 
unplanned about the group process. It typically consists of a set of clear, well- 
defined activities that the participants are asked to undertake at specific times. 
The process consultant seeks to influence the composition and size of the group 
and to carefully structure the task presented to the group in order to enhance 
the effectiveness of the process. Top managers, users, and providers of ACI 
services undertake three tasks, facilitated by either the Nominal Group or the 
Delphi Technique.
Task 1. List the important measures of the productivity, effectiveness, or 
contribution of ACI services.
Task II. For the eight measures that your group judges to be the most 
important of those generated in Task I, list the indicators, symptoms, or 
methods of assessment that should be used to actually make these measure­
ments.
Task III. Now that the process of creating a productivity measurement 
system for ACI services has been begun, what should be the next steps, the next 
courses of action in further developing a productivity measurement program.
There is enough systematic experience within this approach to suggest that 
these tasks can be very successfully accomplished in two sessions of two hours 
each, for a group of twelve to fourteen client people. Again, the amount of 
consulting effort to allocate to this aspect of the engagement must rest on some 
rather vague hypotheses. Vagueness, however, serves to increase, rather than 
reduce, the importance of explicitness. The effort allocated to the structured 
group process coordinator-self-directed change cell increases as—
• The need for acceptance of the resulting design increases.
• The degree to which client people are in possession of the relevant information 
and methodology increases.
• The probability that the group design will be consistent with organizational 
goals increases.
Comments on the Matrix
The notion of explicating the relationships among modes of professional 
functioning and phases of the client change process may be a useful one for 
students of management consulting. We emphasize once again, however, that 
there is a low probability that teaching somebody else’s matrix will influence 
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student behavior. A matrix that students create for themselves and that serves 
similar functions may, on the other hand, have a much higher probability of 
influencing their professional behavior. The functions that might be ascribed to 
such a conceptual map include—
1. Providing a basis for planning the strategy for a particular consulting effort.
2. Providing a means for the self-conscious development of one’s consulting 
style and for the accumulation of experience in a systematic way.
3. Suggesting ways of understanding the analytic approach by emphasizing 
relationships among analytic and other aspects of consulting and by suggest­
ing that there are a variety of analytic styles.
4. Characterizing the styles used by others for comparison. It may be helpful to 
invite a student to suggest which cells receive the major allocation of effort by 
the stereotypic practicing consultant, social scientist, operations research 
analyst, or academic.
Some Conclusions
Without taking the matrix too seriously, it may be suggestive of three tentative 
conclusions, which seem to shed some light on understanding the analytic 
approach in consulting:
1. Don’t insist that the analytic aspects of management consulting are either 
totally artistic or totally operational. Encourage students to develop their 
own styles through explicit planning and self-perception.
2. It is easy in the academic world to achieve pseudogenerality by saying 
“everything is related to everything” and “it all depends. ” For the consultant, 
faced with the need for action, it is more helpful to raise explicit hypotheses 
about first order dependencies in ways that emphasize what we have and 
what we lack in the way of systematic evidence.
3. What we are attempting in educating people for management consulting 
might be characterized as providing experiences that will alter their self­
images from “I am the doctor with the cure” or “I am the problem solver 






Preparing the Student for 
Management Consulting
James E. Seitz, Partner-in-Charge, Touche Ross & Co., Los Angeles
The Management Consulting Experience
Introduction
Management consulting is an intersect profession. It is a professional endeavor 
that transfers knowledge between the various sectors of our socioeconomic 
environment. This paper attempts to properly prepare individuals for entry to 
the profession by stressing the necessity of blending—
• Functional disciplines with industry experience.
• Individual strengths with team dynamics.
• Analytical thought with holistic thought
• Idealism with practicality.   
• Communication substance with its form.
• Project orientation with the process of the practice.
• Rigorous logic with interpersonal sensitivities.
The Nature of Management Consulting
Kenneth Boulding identified an organizational model, the “intersect,” whose 
history, functional attributes, and societal role are unique to this century.1 
Intersect organizations, with qualities of many conventional organizational 
types, do not fit into a well-recognized stereotype. Rather, the intersect 
organizations occupy those interfaces that exist between the public and private 
sectors, the educational and commercial institutions, and the operating and 
regulatory environments of our socioeconomic framework. These unique orga­
nizational entities are therefore “neither fish nor fowl.” They are not businesses 
in the traditional sense, although they engage in many private enterprise 
operations. They are also neither exclusively educational nor charitable despite 
1. Kenneth E. Boulding, “Intersects: The Peculiar Organizations,” in Challenge to Leadership, The 
Conference Board (New York: The Free Press, 1973).
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their performance of like functions. Nor are they governmental, although their 
genesis can usually be attributed to some type of governmental action. They 
include such organizations as Amtrak, Comsat, the Federal Reserve System, the 
TVA, and the New York Port Authority. Occupying as they do these interstices 
in our society, they are subject to the pressures, objectives, and management 
styles (often conflicting) of the institutional strata that they buffer. As Mr. 
Boulding so aptly categorized them, they truly are peculiar.
Management consulting can also be thought of as an intersect profession 
or endeavor. While it is true that its major components, the MAS practices of 
large public accounting partnerships and the independent consulting firms, are 
profit-driven organizations firmly entrenched in the private sector, its activi­
ties and orientation intersect the entire spectrum of our social and economic 
organizations. Management consulting too is unique for it is an information­
al conduit that effectively bridges those same niches occupied by the inter­
face organizations.
The long-range effect of management consulting has been to create a process 
that transfers knowledge. Consulting is typically a process of innovative 
application and communication; it is not a process of ingenious thought. Few, if 
any, great ideas or management-oriented transformations have been developed 
within the profession. This is not because management consultants are not as 
intelligent or introspective as those engaged in research. Rather, it is the 
economics of the profession that inhibits theoretical thought and thus precludes 
the development of radically innovative management tools. However, almost all 
such innovations (e.g., data processing, strategic planning, rate of return 
concepts, material requirements planning) have been adopted and refined by 
consultants for the ultimate benefit of their clients.
Management consulting is a catalytic vehicle, a process of information 
dissemination resulting in positive change. It is one of the foremost methods of 
transferring knowledge between sectors of our socioeconomic environment— 
sectors that, incidentally, lack formal and, in some instances, informal methods 
to share and interpret experiences and techniques. The consulting role is one of 
cross-pollination. In large measure, this is its greatest benefit to society as a 
whole, for in transferring knowledge between universities and business, or 
between the private sector and government, or between public utilities and 
banking, or between agribusiness and the aerospace industry, the net impact is 
to capture those management techniques and models that proved effective in 
one environment and to refine and introduce them to another.
This characteristic is the essential nature of management consulting—that is, 
a multidisciplinary, multiorganizational analysis and communications process 
that tends to defy attempts at both cataloging a common body of consulting 
knowledge and preparing entry individuals by traditional means.
A Body of Knowledge
Management consulting is unlike the other professions because there is not a 
universally accepted curriculum that leads to success in practice. This fact alone 
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has inhibited examinations and licensure with resulting confusion in the public’s 
mind regarding the true nature of management consulting and the clear 
distinctions between it and other forms of consultation occupations.
The educational backgrounds of successful management consultants are 
nearly as broad as the course offerings of major universities. Within our firm, for 
example, we have practitioners educated in accounting, business, engineering, 
mathematics, the computer sciences, the social sciences, public administration, 
management science, the humanities, urban planning, and the law. A great 
majority of our consultants possess multiple degrees combining undergraduate 
and graduate studies in all possible permutations of these disciplines. Our 
experience is by no means unique but is certainly repeated throughout the many 
firms composing this profession. Is there a uniform body of knowledge necessary 
to function effectively? Yes and no. There is, in my opinion, no common body of 
consulting knowledge per se that should be required for students to enter the 
profession. There is, however, a fundamental subset that can be learned in a 
university environment, which may simplify initial entry to the profession and 
provide a good base to sharpen those important analytical and communications 
skills and to profit from those relevant business world experiences so necessary 
in the maturation process of effective professional consultants. This base can be 
learned in a number of ways, with the most direct probably being a consulting- 
oriented Master of Business Administration.
Management Advisory Services by CPAs, the 1976 AICPA study by Professors 
Summers and Knight, does a fine job of dissecting and cataloging that vast body 
or compendium of knowledge. Granted there may be other ways in which this 
body of knowledge could be structured, but this study is certainly the most 
comprehensive. The study has identified those major knowledge areas as follows: 
• General business and consulting process knowledge.
• Technical knowledge and understanding of specific organizational functions 
and roles.
• Industry knowledge, including the public sector.
Such a designation is important in understanding management consulting, 
but, in my opinion, it can be partially misleading. These areas of knowledge are 
not separate. They should be envisioned as prime axes in a three-dimensional 
continuum of knowledge (as portrayed in exhibit 1), with individual groupings 
or fields intersecting all three coordinates. Management consulting is, after all, 
a profession that must draw upon and apply various intersects of knowledge in 
an atmosphere of interfacing industrial and social sectors.
This body of knowledge cannot be totally mastered by an individual, for it is 
organic. It is always growing and rearranging itself into new combinations as 
dictated by changing client needs. An individual can, however, master segments 
of the structure through both education and experience. General knowledge 
components can be learned equally well through education and experience. 
Technical knowledge too can be gained both ways, although formal education is 
a more expeditious vehicle. However, industry knowledge and familiarity with 
the public sector usually is better mastered by direct experience.
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EXHIBIT I
A Continuum of Knowledge
Just as one’s knowledge base can be expanded through formal course work 
and training, it can also be expanded through the experiences one has in 
applying this knowledge to new situations. This is how, in fact, progress is made 
in expanding one’s knowledge base along these three dimensions—by constantly 
reconfiguring the traditional groupings. The “consulting body of knowledge” is 
dynamic and the process of management consulting is, itself, a postgraduate 
program in refining and expanding one’s base of analytic and communications 
skills.
The Application of Consulting Knowledge
There are many factors that affect the application of consulting skills and, 
therefore, unfortunately, few rigorous guidelines to adhere to in performing 
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consulting engagements. For instance, the multidisciplinary nature of both 
consultants and the problems that they tackle necessitates a high degree of 
flexibility and pragmatism. A professional management consultant must be able 
to blend not only the knowledge of specific technical or functional disciplines 
(raw knowledge that can be generally amassed at school) but also the experi­
ences (or insights) of how such specialized solutions will (or may) fare in a 
particular industry or client organization. Most problem solving or planning 
situations rarely have clearly identifiable causes or solutions within a single 
discipline. Yet these are the very tools and strengths of most entry level 
consultants; expertise in one or two technical disciplines and possibly some 
knowledge of a specific industry or sector is typically the foundation upon which 
consultants mature and broaden their qualifications.
How can the normal process of broadening a consultant’s knowledge and 
experience base be hastened short of immersing the consultant in a totally 
unique situation with every project? The most effective way is to employ a team 
concept. The multidisciplinary team approach combines many of the important 
elements necessary to understanding a client’s organization and operating 
environment and applying the appropriate concepts to meet a client’s planning 
or problem solving needs. Moreover, the participants in this team gain 
invaluable knowledge and experience.
These benefits accrue from concentrated contact with other consultants and 
the opportunities to learn and share their unique disciplines and industry 
experiences and from the crucial opportunity to engage in structured, objective 
examinations and challenges of perceived client problems, potential solutions, 
and prognoses of client responsiveness. Engaging in the dynamics of such an 
open and spontaneous “thinking out loud” review process is an excellent way to 
broaden individual horizons, provide a multiplicity of options, and ensure a 
quality end product. It also aids in removing pressures on individual consultants 
to traverse the entire “consulting body of knowledge” alone and, therefore, more 
slowly.
Pragmatism is similarly developed. Most new consultants are well-versed in 
hypothetical rigorous solutions to fictitious structured problems—the “book 
solution.” This bias is a net result of the education system wherein basic theory 
is necessarily taught by simplification and elimination of certain complicating 
and extraneous data (although I have no quarrels with the educational 
approach, for it is certainly the most expeditious and cost-effective). However, 
the book solution is rarely applicable to more than a handful of real world cases 
or, worse, the problem for which the solution was intended rarely exists in that 
pure a form. Patience must be developed and perhaps imperfect answers must 
be provided. Many consulting studies must be worked “inside-out” so that 
analysis proceeds along a path that determines and unfolds the problem rather 
than the solution. The solution may, many times, be self-evident or rudimentary 
rather than perfect.
Pragmatism is engendered by gaining experience in the functional and 
industry and general components of the body of knowledge that I alluded to. 
This is an interesting phenomenon. Effective consultants began their careers 
with specific analytical tools and gravitated into generalists, capable of solving a 
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broad class of problems in a wide variety of sectors and, yet, less capable of 
recreating those sophisticated solutions that they were masters of when they 
entered the profession. Did they forget the theory and thus become obsolete? 
No. They simply modified it through continuous application to and transference 
within undefined settings.
Senior management consultants have honed their techniques of recognizing 
interpersonal sensitivities and dealing with them in ways to reinforce the level of 
trust between their clients and themselves. They are able to discern client 
management styles and evaluate the leadership resources of the organization in 
a nonthreatening manner. This capacity to act as a “lay organizational 
psychologist” enables consultants to temper their recommendations to coincide 
with the client organization’s capacity for change.
Another interesting comparison can be drawn between the profile of an entry 
level consultant and that of a more experienced professional. The new consultant 
is well-versed in analytical thought. In the development of multidisciplinary 
skills and greater practicality, the consultant also develops a more ambidextrous 
mind in the sense that holistic thought processes are enriched (see exhibit 2).2 
Analytical or logical thought is very important for a management consultant. It 
provides the basis for problem diagnosis, evaluation and selection among 
alternates, and structured implementation. However, spatial or relational 
thought is equally important (albeit more difficult to teach—for most consult­
ants, it develops later in their careers) for this inductive process enables the 
consultant to determine whether the right problem is being attacked. It is a way 
of grasping the total picture in order to determine which elements must be 
rationally dealt with. By separating out complicating trivia holistically, the 
mind’s logical processes can then quickly proceed with the definition of solutions 
(which can sometimes also be developed holistically). Such double-minded 
thought patterns are extremely useful in preventing suboptimization effects.
2. Current theory holds that each type of thought process is exclusively associated with one of the 
brain’s hemispheres.
EXHIBIT 2


















A less philosophic and more pedestrian factor that has an important effect on 
the exercise of consulting skills is industry experience. Industry experience may 
be totally irrelevant to the client problem at hand but is nonetheless necessary 
to gain the appropriate measure of personal credibility. Each sector of our 
economy possesses a jargon of its own, as well as unique practices and policies. 
Many clients believe that solutions are to be found only within their industry 
and so to be effective, in appearance, a consultant must be partially versed in 
that industry. However, as I have previously stressed, the true role of a 
consultant is to effect the transfer of proven solutions from many industry 
origins to other industry recipients.
 
The Consulting Process
A Science and an Art
Each consulting project requires a certain degree of logical, systematic thought 
to arrive at an end product that is beneficial to the client. This area of knowledge 
and skills is, as previously mentioned, often the threshold test employed to 
determine whether a candidate should be employed as a management consult­
ant. The ability to analyze client situations, diagnose and solve problems, and 
develop and implement plans is certainly an important prerequisite for any 
management consultant. A technically competent professional must be able to 
isolate the relevant facts in any client environment in order to define the critical 
problem, set the objectives for its resolution, and deal with the real or traditional 
constraints of the client’s industry, organization, and internal politics. The 
management consultant must be able to formulate alternative solutions or 
recommendations, assist the client in the vigorous examination of options, and 
help the client select the “best” manner of redressing the problem, at times even 
implementing the mutually agreed upon solution himself.
Analytic features of a consulting engagement are important and should not be 
downplayed. The criteria for heavy reliance upon an analytical approach must 
be well understood by the consultant. The risks of overromancing a project must 
be carefully weighed against the potential benefits as well as the client’s 
expectations. In making such a methodology decision it is important to 
determine whether the engagement at hand represents a recurring system or a 
unique application. It is equally important to recognize what “third-party” 
effects might be spawned and who is likely to be responsible for implementation 
activities.
But a consulting assignment is not all science. Much of the consulting process 
can be categorized as art. Very knowledgeable and logical individuals may never 
acquire a mastery of that elusive art. Consultants with adequate analytical skills 
may become quite proficient in exercising and disseminating their knowledge 
base and be more effective as management consultants than some of their more 
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technically competent brethren. Professors Summers and Knight characterize 
the art of management consulting as an ability to—
• Establish a relationship of confidence between the consultant and others, 
including actual and potential clients at all managerial levels and other MAS 
professionals.
• Establish two-way communication with clients and other experts as required 
by the engagement.
• Plan an engagement from the formulation of the proposal to delivery of final 
recommendations, including appropriate documentation.
• Assimilate information rapidly and fit it into a reasonable explanation of the 
situation.
• Be persuasive and influential in areas important to the engagement.
• Change from one client’s problems quickly and without mental slippage, 
remember details, know one’s own limitations as well as those of others, and 
quickly correct or adjust for them in the engagement.
• Develop additional skills and specializations as or before needed, and recognize 
and utilize skills of others.
• Accept professional or personal criticism without feeling threatened and 
deliver criticism constructively without appearing to threaten.
Consulting is a melding of science and art forms. Both are equally important. 
A management consultant must be able to attack a problem with the precision 
of a scientist and deliver the solution to client management with the passion of 
an artist.
Communication Features
Mastery of communication is a hallmark of an effective management consultant. 
No matter how well the consultant employs his or her knowledge base to solve 
a client problem, ineffective communication, at any phase of the consulting 
engagement, will typically impair the implementation of recommendations.
I view the consulting science or art as essentially a process of effective 
communication. All phases of a consulting project require that skill. Since 
management consulting is a process of knowledge transference, both information 
collection techniques and information delivery skills must be sharply honed.
Information collection activities necessitate the mastery of interviewing 
techniques (making inquiries and communicating facts) and the ability to 
conduct effective client meetings. Moreover, as previously discussed, the project 
team interaction that occurs is a vital component of any successful project.
Information delivery skills are necessary to “sell” conclusions and recommen­
dations. These skills involve not only the ability to write well, but also the ability 
to conduct formal and informal oral presentations in an articulate manner. 
Without these skills, a consultant is like the entrepreneur with a novel “mouse 
trap” and no marketing talent.
In addition to a proficiency in the substance of communication, a manage­
ment consultant should be adept at reading and interpreting its form and 
discerning the nuances of nonverbal communication in order to understand the 
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effects of his or her actions on the audience. I have found that the manner of 
transmittal is sometimes as important as the message being carried and that 
what might be considered to be a form of negative communication in one 
situation may be perfectly appropriate, even preferable, in another. An adept­
ness at dealing with these subjectivities, at reading implied messages, and at 
deciphering action motives serves a management consultant as well as the 
“bedside manner” of a physician. For the result of any effective consulting 
engagement is convincing the client to adhere to the consultant’s recommenda­
tions (and retain the consultant), and that is a process of human interaction as 
well as a sterling technical accomplishment.
Administration of the Practice
Management consulting is typically project-oriented. Even the management of 
a consulting practice has been characterized in those terms when it is defined as 
the management of multiple engagements in various states of four basic phases 





Unfortunately, the administration of a management consulting practice is not 
nearly as simple. It is not solely the orchestration of multiple projects. There are 
equally important ongoing activities that must be managed:
• Staff development, scheduling, recruiting, and training.
• Financial management of the practice.
• Quality control.
• Practice development.
These activities are process-oriented, not project-oriented. They are vital in 
any successful practice, but are difficult to develop in the traditional project 
setting from which practitioners come. One of the anomalies of this profession 
(and perhaps others as well) is that it is typically the successful project manager 
who becomes the practice manager, even though this individual may not have 
the requisite skills for functioning in an administrative process role. (The 
orientation of management consulting firms tends to yield more project-oriented 
than process-oriented individuals although both types are generated.) An earlier 
concern with the evolution of these process skills should be recognized as a vital 
part in the training and nurturing of any management consultant.
Preparing Individuals for the Profession
Qualities of a Management Consultant
I believe that all successful management consultants possess basic common 
attributes (see exhibit 3). Irrespective of background, knowledge and experience 
base, and personal interests, they are persuasive individuals capable of instilling
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EXHIBIT 3
















client confidence through a combination of technical expertise and interpersonal 
chemistry. They are problem-oriented individuals who are flexible in dealing 
with the unstructured nature of most problem situations and the multidiscipli­
nary demands of their clients. They are sensitive to and aware of their own 
limitations and yet not defensive—they seek and accept criticism quite construc­
tively. Moreover, they recognize and deal with the rigors of their profession and 
are able to balance their life styles to meet exacting time and travel demands. 
Many highly competent students will realize that their personalities and life 
style preferences are inconsistent with the requirements of a management 
consulting career. Others will recognize the unique challenges and opportunities 
in the profession and an affinity for its basic experiences.
The key to preparing individuals for the profession is honest communication 
about the profession—its advantages and its shortcomings. The more students 
learn about the essence of the profession, the easier recruitment activities will be 
and the less manifest disappointment on the part of the individual and the firm 
will be. Whether management consultant qualities are inborn or developed is a 
moot point. If a student is cognizant of the demands and processes of the 
profession and possesses the inherent attributes and personality traits, then 
motivation to acquire the necessary knowledge and skills is the dominant factor 
for success. I believe that, with conscious effort, the development and improve­
ment of auxiliary traits is possible.
The Role of Education
The educational system is important to the development of a consultant—it 
provides basic skills and imparts organizational and functional knowledge. This 
knowledge base, however, should not be totally scientific or technical, for, as 
shown in exhibit 4, the scope of a broad based management consulting practice 
is equally rooted in the humanities. I believe that the humanities and arts are 
insufficiently stressed in undergraduate preparation for business careers. A 
broad range of interests is necessary not only to be a well-rounded individual but 
also to widen one’s consulting perspectives and thus avoid the syndrome of 
“tunnel vision.” I also believe that to better prepare students for management 
consulting careers, greater emphasis must be placed on—
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• Study of industry fundamentals.
• Multidisciplinary problems.
• Role playing in case studies.
• Problem recognition, not just solution.
• Team versus individual work.
• Field work as an adjunct to class work.
• Interpersonal and group dynamics.
• Writing skills.
• Greater interaction with professionals.
• Summer internships with consulting firms.
The best advice I can offer to students, other than to learn all about the 
profession, is to study one’s weaknesses. One should carefully select formal 
courses that combine functional specialities (such a‘s manufacturing and ac­
counting or marketing and quantitative methods). One should seek situational 
variety in formal education and combine university degrees with relevant work 
experience. My final recommendation is to practice communication. This means 
not only to practice writing but to read, read, read, for reading is the least 
painful way to develop vocabulary and to refine dissertation skills.
EXHIBIT 4
Broad Based Management Consulting Practice
Value of Experience
Like Plato, I believe that some wisdom cannot be recounted, only learned. The 
equal value of experience as an ingredient in the preparation of management 
consultants cannot be overemphasized. In addition to sharpening the functional 
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skills acquired via formal education, experience is important to the development 
of specific industry knowledge. It enables one to learn practicality and to focus 
one’s perspectives. But, above all, it provides the opportunity to tune “people” 
skills and to gain maturity. This cannot be taught—it must be experienced.
The Guild System of Consultant 
Training
Robert E. D. Woolsey, Colorado School of Mines
Introduction
I train students in the art of consulting by operating a medieval guild in a 
university setting. I am the “master” of the art and my students are the 
“apprentices.” Students are not allowed to choose me as an adviser; I choose 
them.
Selected students are given desks in the “guild room,” a room in which they 
are instructed by the master and encouraged to work together on the projects 
assigned. Before they are permitted to enter the guild room, students are 
required to get passports and be vaccinated so that the master can walk into the 
room at any time arid cheerfully tell the apprentices to start packing because we 
are leaving for Mexico City or some other place in two hours. They are expected 
to accompany the master on trips, carefully observing what goes on and, under 
the direction of the master, offering whatever assistance they can.
In addition to participating in out-of-town consulting engagements, students 
are usually assigned special studies for local firms, under the direction of the 
firm and the master. The master agrees to complete, at no charge to the firm, 
any job the firm believes has been unsatisfactorily performed by an apprentice. 
It is, of course, made abundantly clear that if that situation occurs, the student 
will be excluded from the program.
Theses and dissertations are required to have been paid for and used by the 
sponsoring firm. Any student wishing to do theses or dissertations that do not fit 
that requirement must seek other advisers.
My medieval guild operating style is to offer firms the following choice: either 
(a) the firm may engage the master at my usual insane fee or (b) the firm may 
engage me and pay no fee, but pay student expenses, as well as my own. Most 
firms choose the latter. This situation is clearly a win for all concerned. The 
student wins because he has a fantastic chance to see how management 
consulting is really done. The firm wins because it gets my services at a lower 
cost. I win because I have provided the best possible training ground for future 
consultants: the real world. I might also add that the apprentice gets the 
opportunity to see the master (a) do well and (b) really step on himself.
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For some specific examples involving my students, I refer you to the following 
articles, which appeared in Interfaces, the publication of the Institute of Manage­
ment Sciences:
• “Some Reflections on Surviving as an Internal Consultant, Azerbaijan & 
Two Thieves,” November 1974
• “Rules for Consulting Survival—A Biased View,” August 1975
• “The Warehouse Model That Couldn’t Be and the Inventory That Couldn’t 
Be Zero,” May 1977
• “How to Succeed as an Internal Consultant or It’s Not How That Matters, 
But When! ” August 1977
• “A Case of Optimum Trucking or To Keep on Rising, Just Keep on 
Truckin’,” November 1977
On Placing Practitioners
Now, for those of you who want to place your students as practitioners, let’s 
look at some possibilities. First: form a business advisory council of company 
representatives that have hired your students in the past. Put them on your 
hiring, promotion, and tenure committees. If a prospective new hire or 
prospective promotee gets a “no” vote from the committee, do not either hire or 
promote him. If you have a great scholar who cannot stand and deliver before this 
committee, you’ll know that he is probably a disaster as a teacher also. Send 
him to a Dale Carnegie course, buy him a year’s membership in Toastmasters, 
and tell him to try again next year. This method is brutal, but it works. Second: 
listen to what the business advisory council’s hiring needs are. Tell the council 
you will provide for its needs, but you need summer jobs for your students and 
consulting work for your faculty; jobs and consulting are the best possible 
means of bringing business and academia together. Say that one of the reasons 
so many theoretical graduates were produced was because business and industry 
let the NSF support them. One thing that most businessmen understand is the 
adage, “You get what you pay for.”
The primary need of practice-oriented schools and programs is jobs for 
graduates. The secondary need is summer jobs for students. Oil companies have 
for years pioneered the summer job concept for engineers. The summer job in 
the middle of a student’s graduate program has two purposes. First, it gives the 
company a relatively inexpensive look at what a prospective employee can do 
for it. Second, it gives the student a view of what the real world and a particular 
company are like. Be quite clear in defining “summer job.’’ Let’s face it, many 
summer jobs are primarily offered so some vice president can tell the local 
Kiwanis or Rotary Club that “our company supports education.” The student 
is hired, given some busy work to do, and carefully instructed to “stay out of the 
workers’ hair.” This approach is of no value to the student or the company.
On Getting Shot at and Other Realities
Now I think that what we truly want for our students is the chance to really get 
shot at. I recall with some amusement placing one of my students in a local 
87
manufacturing plant. He was something of a smart aleck. (I must confess I tend 
to attract that kind of student; I cannot for the life of me imagine why.) Upon 
his arrival, the plant manager took him on an all-day tour of the plant. At the 
end of the day, he was shown his office and secretary and told that he could start 
on Monday morning. He was a bit unnerved to have a large office and other 
executive trappings and asked what his job title was. He was cheerfully informed 
that as of the coming Monday morning he would be in charge of production 
scheduling for a plant covering almost five acres. (Their previous production 
scheduler was in the hospital, apparently getting over a nervous breakdown.) 
They informed the student that they considered my call for a summer job for a 
“young smart aleck production control man” a gift from heaven. The student 
was told that his starting salary would be good, but would most certainly be 
raised when he showed some progress in solving their problems, among which 
were (a) a four-month backlog, (b) a triple-kardex system full of bad bills of 
materials, and (c) in-process inventory approaching $1 million a year. He was 
further informed that “Dr. Woolsey has assured us that you will have these 
problems pretty well squared away by September first.”
He appeared at the door of my office later that same afternoon. (I was waiting 
for him.) He first told me, “Those people down at X Corp. really mean it.” He 
then asked if I was going to be around that summer in case he had any 
questions. I told him I would be working in another country that summer and 
that he was on his own. He asked what would happen if he failed. I told him 
that three things would happen: (a) I would go in, as promised, and finish the 
job for the company at no charge to them; (b) he would be fired; and (c) when 
he came back to school to finish his degree, I wouldn’t know him. I must admit 
that I greatly treasure the letter I received from the company at the end of the 
summer. They reported that our student took care of all their major problems 
by working eighteen hours a day, seven days a week. They also reported that 
when they offered him a full-time job at the end of the summer he turned them 
down.
I also had a student working in a local manufacturing plant as part of her 
degree program. The company wished to have her perform a reliability study of 
some of their product lines as a systems analyst. I agreed to her internship on 
the condition that she must first work for at least a week on each of the seven 
steps of production of the item as an hourly employee. I further requested that 
she not be paid until she had finished working on the whole production process. 
It seemed to me that she should go on salary only when she knew enough about 
the process to study it intelligently. Needless to say, the company executive was 
a little surprised by this approach. He did insist on paying her from the start, 
over my objections. After the first few weeks, she was able to tell a twenty-five- 
year employee doing a systems study that his approach could be improved. She 
ended the argument by pointing out that she knew his approach wouldn’t work 
because she had done the work in question for two weeks, straight-shift time, 
and he never had.
To conclude, I recall being invited to speak at a TIMS/ORSA chapter in a 
distant city. The program for the evening was a presentation by the director of 
an OR/MS department of a university; he was scheduled to describe his
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university’s program and then I was to discuss our program at the Colorado 
School of Mines. This distinguished gentleman went on for more than an hour, 
concluding with the following statement: “Our principal aim is therefore to 
graduate those people who will sit in endowed chairs of OR/MS at Berkeley 
and Stanford.” This statement was received with wild applause. I arose, put on 
my Mines Stetson, and said, “Ladies and gentlemen, my presentation will be 
just two more sentences. First, I truly believe that proper training in OR/MS is 
the key to the executive suite. Finally, the principal aim of the OR/MS program 
at the Colorado School of Mines is to graduate those people who will endow the 
chairs for the first speaker’s graduates to sit in.”
Developing Management 
Consulting Skills in MBA 
Students
Robert N. White, Jack D. Ferner, Dennis J. Kajonda, Babcock 
Graduate School of Management, Wake Forest University, Winston-Salem, North 
Carolina
Introduction
Experiential learning—one of the important trends in graduate management 
education—gets high marks from MBA students. The sooner they perceive how 
their education does, or will, benefit them “in the real world,” the more readily 
they will accept the theories presented in the classroom.
Getting students to solve management problems in ongoing organizations is 
the theoretical ideal in experiential learning for future managers. It’s the next 
step beyond cases and computer-aided business games—and the step just short 
of a job after graduation.
But making such a program work has proven to be difficult—as we found 
when we surveyed other schools. It took us several years, and quite a bit of 
experimenting at Babcock School of Management, Wake Forest University, to 
shape a program that works for us.
A major focus in this program is transferring to students the skills employed 
by professional management consultants. This article discusses how these skills 
are transferred to students; their value in dealing with small as well as large 
business problems; and problems unique to nonbusiness organizations.
The Babcock School is not committed to any single mode of learning. It is 
neither exclusively case-oriented nor is it committed to traditional methods. 
Rather, we attempt to match concepts to be learned and process skills to be 
acquired by students with the most appropriate teaching vehicle. In doing so, 
we find that many of the learning objectives outlined by the AICPA MAS 
University Education Task Force1 are accomplished within our core curriculum 
and further amplified within the broad range of electives offered to students.
1. See Exposure Draft on University Education for Management Consulting, AICPA, April 23, 1977.
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Our two-year MBA curriculum offers several opportunities for students to 
acquire management consulting skills in a “hands-on” problem-oriented envi­
ronment. These include—
1. The management systems course, required in the first semester, first year.
2. The field study project, required in the second semester, first year.
3. Electives in the second year, including small business management and the 
organizational analysis practicum.
The field study project is the focal point of our efforts to develop consulting 
skills. Hence, it is the focal point of this paper. However, to illustrate the 
relationship of the field study project with the other “hands-on” opportunities, 
we discuss all of them in the order listed above.
The Management Systems Course
An MBA program normally begins with a course dealing with functions of the 
organization and the “management process.” One method of conveying this 
material is via the “systems analysis” approach.
At Babcock, after considerable experimentation, we are introducing first- 
semester students to basic management concepts via the systems approach in 
this manner:
1. First, the course develops, rather quickly and at several levels of resolution, a 
generic systems model of organizations. This model is used to guide the 
students in resolving the following questions:
What is a system?
What is management?
What is a management system?
2. The students are then required to complete a group project involving the 
development of a systems description of an assigned company.
3. Parallel with the group project, class activity shifts to specific topics within 
the broad framework established in the first phase of the course. Students 
examine, within the management system, specific functions (production, 
marketing, finance); management activities (organization, control, policy); 
and management tools (management science, MIS, accounting).
The systems, approach to introducing management functions and processes is 
not new. However, we believe the effectiveness of this course has been enhanced 
by the group project, which reinforces the classroom learning and prepares the 
student for subsequent consulting roles in the MBA program.
All students, formed in teams of four or five people, undertake a systems 
analysis of “common businesses.” Two years ago they analyzed local fast food 
franchises (each team studied an outlet such as a MacDonald’s, Hardee’s, etc.). 
This past year they analyzed local auto dealerships.
Assignments are fairly unstructured. Students are instructed to do a literature 
search, to decide on their own approach to the client, and to decide on the initial 
issues to investigate. The general purpose is to develop a systems description of 
the assigned company. The project is not aimed at problem solving, but at 
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uncovering problems by focusing on the system and its functioning. The chief 
data source is the client. Students make their own arrangements to meet and 
interview key personnel at the client’s headquarters.
Students are usually surprised at the complexity of data flows, organization 
relationships, and decision tracks in what they presumed to be “simple” 
business enterprises. They quickly develop analytical skills in applying theory 
(systems analysis) to understanding what the organization is and how it 
functions. They turn up problems of all types—but do not proceed beyond the 
point of highlighting that these problems exist. (Note the similarity to the 
“management audit” approach employed by consultants.)
The students present their findings to a review board of faculty and client 
representatives. This is an oral presentation requiring extensive use of visuals to 
communicate the systems dynamics.   
The systems approach develops in the students both the knowledge and 
analytical skills essential for MBAs. Students come to recognize systems analysis 
as a way of thinking, a way of conceptualizing operations and organization 
relationships in their particular environment, and a way of directing their efforts 
in understanding, formulating, and solving problems. They develop an under­
standing of how a series of basic concepts, often individually simple, mesh 




The Babcock Graduate School of Management admitted its first class (forty-five 
students) in September 1971. We were committed to innovation in many forms 
to enhance the quality of learning opportunities. The concept of student projects 
performed in ongoing organizations was embraced from the outset. Our 
enthusiasm was admirable—our ability to perceive potential pitfalls was not. 
Some of our mistakes were—
1. Assigning program responsibility to an instructor overburdened with other 
courses and lacking business experience.
2. Scheduling the activity in the second semester, second year. At that point job 
hunting had priority over field projects for students.
3. Putting students into the field with little preparation for what to expect or 
how to handle it. Their other courses did not include project management 
concepts per se.
In subsequent years, various ideas were explored, including making the 
projects course an elective and starting a management consulting firm staffed 
and managed by students.
In 1973, the dean and faculty recognized the need for building a thorough 
base of policy and procedure for the field projects effort. This program had to 
work—immediately—or it would have to give way to other courses claiming 
time in the curriculum.
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The Conceptual Framework
The primary objective of the field study projects (FSP) program is to provide 
students with an opportunity to exercise skills learned at the school within a real 
life management situation.
Students perform their projects in the second semester, first year. By this time 
they have had groundwork in accounting, statistics, computer usage, and basic 
management organization and systems concepts.
The decision to place the program in the second half of the first year has been 
debated on several occasions. It is true that students possess greater knowledge 
(for use in projects) in the second year. But our reasoning on this decision was 
that—
1. Students will learn from their projects in the first year that they need to know 
more—and will actively seek the additional knowledge in the second year.
2. The fall semester is needed to acquire an inventory of projects. The spring 
semester in the second year is too crowded to give adequate attention to the 
FSP program.
A series of project guidelines is spelled out in the FSP brochure sent to all 
first-year students and to prospective clients. These include—
• The work should have specific start and finish points.
• The results of student efforts can be evaluated.
• The student is involved in the workings of the organization, so that he has to 
deal with client people.
• A client executive is committed to guiding the student or team and being 
available to them during the project.
• A faculty adviser with expertise on the subject involved is committed to the 
project.
• The project does not require much, if any, travel.
• The student can fit the project’s time requirements to his study schedule. 
(Note: There are no Friday classes.)
• The project utilizes knowledge that the student has gained thus far and does 
not require knowledge that cannot readily be acquired.
• The project needs doing—it is not “make work.”
Course credit is given for the work, based on evaluation by the faculty adviser 
and client executive. Students are not permitted compensation by the client 
(except for out-of-pocket expenses).
The Learning Process
The objectives of the FSPs are, in reality, multipurposed: (a) to provide a real- 
world setting in order for the student to observe and evaluate management 
concepts; (b) to confront the student with a real-world management problem 
through which he develops problem solving skills; and (c) to ensure that the 
project is conducted in a reasonably competent manner so as not to undermine 
the student’s confidence or cause harm to the client company. The school’s 
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reputation and ability to generate future projects is, of course, wrapped up in 
the latter objective.
Taking a relatively inexperienced student and throwing him into the role of a 
consultant is not going to achieve these various objectives in an optimum way. 
It is likely the student will not perform competently and problem solving skills 
may not advance appreciably. Obviously a certain amount of training in 
consulting skills is essential.
Therefore, we initiated the concept of classes in “consulting techniques” 
scheduled to coincide with the various phases of the FSPs. These included 
primarily lectures, discussions, and selected readings. Recently, in response to 
student evaluations and comments, we have utilized more case-type examples.
Conceptually, the transfer of consulting skills to student counselors can be 
accomplished through three methodologies, which are diagrammed on page 94. 
The transfer of consulting skills utilizing (1), “Formal instruction,” is fairly 
obvious in its methodology. It involves various faculty members’ assigning 
readings and lecturing on topics including—
1. Defining the problem. Interviewing client executives and studying preliminary 
data. In class, we role play such an interview, highlighting typical obstacles 
encountered.
2. Developing the proposal. Examples of proposals from previous years are 
available in our library. We discuss the values of a written proposal, how it is 
constructed, and how it is presented to the client. As a homework assignment, 
the students prepare a proposal on a sample project and several of these are 
discussed in class.
3. Developing a work plan. The concept of a work plan embodying specific steps 
of information gathering and analysis is basic to management consulting 
projects. We discuss the form and content; when to develop the work plan; 
guidelines for time allocations; how to use the work plan as a project control; 
and means of progress reporting.
4. Data gathering and analysis. Concepts are presented in somewhat general terms 
because the requirements of the actual projects vary so widely. However, a 
“data gathering matrix” has proved very useful as an educational tool. In 
essence, it arrays the problem probing questions (developed in connection 
with the work plan) against the possible sources of data (internal and 
external) to plan utilization of data sources. This is most useful in indoctri­
nating students with the concept of carefully planned interviews.
5. Interim communication with the client. In this area, we discuss progress reporting 
methods and benefits, stressing the value of client communication (it is 
almost as important as the quality of the work performed). A paper on this 
topic developed by ACME (Association of Consulting Management Engi­
neers) is made available. In class, we bring out current student project 
examples of problems experienced in getting time with client executives, in 
refocussing projects to deal with new dimensions that are uncovered, and so 
forth.
6. Final reports. We discuss in class the alternative formats possible in final 







instruction • Simulated situations
• Prior cases
• Prior student and client panels
• Workshops
on this topic is available from the library. Specific guidance on individual 
reports is, however, left to faculty advisers. The process of adviser review and 
“oral defense” (discussed below) adds substantially to improvement of 
student skills in this area.
The transfer step (2), “Examples,” involves the following types of instruction­
al methods:
1. Role playing, as noted earlier.
2. Taping of practice interviews, including a humorous interview in which two 
faculty members role play client and consultant and wrestle with obstacles to 
communication.
3. Use of a hypothetical project on which students can practice drafting a 
proposal and a work plan for critique in class.
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4. Class review of portions of actual proposals and work plans.
5. Panel discussion by second-year students of problems they encountered in 
their first-year projects. This discussion serves to underscore the values of 
materials being presented in the class sessions.
6. Workshops in which students doing projects of similar nature (all those 
involving cost accounting or a market study, for example) come together with 
a faculty adviser to share each other’s problems and their approaches to 
solutions.
As a word of warning, it is the feeling of the authors that an excessive amount 
of structure in these instructional steps is to be avoided because it will constrain 
student initiative and development of self-reliance. The most appropriate 
balance depends upon the profile of the student—his maturity, raw ability, prior 
experience, and the placement of the project in the curriculum.
The Role of Faculty Advisers
The role and effectiveness of faculty advisers in conveying consulting skills to 
students is uneven, as might be expected. Their effectiveness depends on their 
own experience and their perceptions of consulting techniques. However, we are 
finding that faculty members improve with each added year of working with the 
projects. They are now consistently good at—
1. Getting students to define problems in unambiguous terms.
2. Forcing advance planning on data gathering and analysis.
3. Getting students to adhere to schedules for stages of the projects.
4. Feeding back critiques on reporting skills.
Students are expected to perform on their own. Their advisers are available— 
but only consulted when absolutely necessary. Students tell us, “I found out 
what I could do on my own on a tough management issue.” We don’t get in the 
way of that learning opportunity even though there is always some risk of client 




Securing enough “good” projects so students have adequate choice is obviously 
vital to the program’s success. A good project is one that fits the guidelines listed 
earlier. We screen for projects meeting three critical yardsticks:
1. Could students handle it successfully with present skills and in the time 
available (between 100-150 hours/student)?
2. Is the issue meaningful to the client?
3. Will the project challenge the students?
With a first-year class now averaging eighty-five students, we will assign fifty 
to sixty projects because many students pair up in teams of two. We discourage 
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larger teams because our experience indicates that uneven contributions occur 
in such groups.
About one-third of the projects involve small businesses. Our acquisition 
method is simple. It consists of mailing a letter and explanatory brochure to 
past and potential clients and publishing a newspaper article timed to coincide 
with the mailing. Telephone follow-up on these steps is very important—the 
mailing by itself doesn’t do the job. However, no “arm twisting” is involved— 
the calls are just reminders. They bring in an average of two projects for every 
three calls.
Listed below are some typical projects:
• Evaluation of pilot study on the use of Flexi-time at Western Electric.
• Application of MBO to the county environmental affairs department.
• Market analysis for a condominium project.
• Direct mail marketing program for Hanes Hosiery.
• Member communications of Teamsters Local 391.
• Matching programming with listener profile of a local radio station.
• Export opportunities for a textile manufacturer.
• Study of a large theater operation for the Greensboro Arts Council.
• Present value analysis of a capital equipment acquisition of a large contractor.
The Time Sequence
Chart A below portrays the FSP time sequence:
















The Final Report and Oral Defense Concept
All projects must conclude with written reports. The coverage and format of 
these are discussed, prior to drafting, with the client and with the adviser.
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Presentation of projects reports to faculty advisers has evolved into a major 
learning experience. We had experimented in prior years with an exercise in 
which first-year students made an “oral defense” of a policy case to a faculty 
review board. The conditions simulated a stressful meeting with critical com­
pany superiors. While rather harrowing for students at the time, their later 
perceptions were highly favorable. We adopted this concept for the “oral 
defense” of field study project reports. We find the benefits include these:
1. Students work hard to develop good reports and to prepare themselves to 
stand up under the grilling of the oral defense.
2. This preparation pays off in strengthening the quality of work produced for 
clients. The result is more satisfied clients.
3. Students are exposed to a real-life type of experience that would be very 
difficult to duplicate in the classroom.  
Evaluation of Effectiveness
We have conducted several forms of evaluation of the effectiveness of the FSP 
program and its role in transferring consulting skills to students. The findings 
are summarized below.
By Students, at the End of Their Projects
Student evaluation encompasses a full range (good and bad), depending upon 
their recently completed experience with the project. Their evaluations are on 
such factors as these:
• Client cooperative/uncooperative  
• Problem well defined/difficult to define
• Adviser supportive/critical
• Information available/hard to get
• Clear recommendations possible/not possible
Students tend to still be looking for the educational institution to provide a 
well-structured, well-defined learning experience. A certain amount of frustra­
tion and dissatisfaction should be expected.
By Faculty, at Project Completion













The policy of the school is to give only approximately 10 percent O grades in 
required (core) courses. The large number of O and S+ grades would indicate a 
high degree of consulting competence was achieved by the students.
By the Clients
Clients are asked to evaluate student performance on a simple rating form. 
Client managements are consistently impressed by the students’ professional 
approach to their projects. In general, the faculty considers client evaluations to 
be “generous”—that is, not as rigorous as the faculty adviser evaluation.
The final question asked of clients is, “Would you like to participate in this 
program next year?” The response is consistently almost 100 percent “yes.”
Postevaluation by Students
In February 1977, one of the authors conducted a survey of sixty-five graduates 
of the Babcock School who had participated in both the FSPs and the small 
business projects (see next section). The graduates had been in their first jobs 
for six to eighteen months.
The objective of the study was to assess the educational value of the FSP and 
SBI projects relative to other educational activities of the school, as perceived by 
these graduates. The postevaluation was thought to be another useful evaluation 
since the graduates would have had the opportunity to use their learning in real- 
world situations and gain added perspective.
The results shown in chart B indicate that the projects were rated about equal 
to the other major educational activities of the school.
Field Study Projects Summary
We believe we are on the right track with our field study projects program. The 
benefits that are easily apparent include these:
1. Heightened awareness by students of how much they need to learn—a good 
way to start into the second year of their MBA studies.
2. Better perceptions on types of work and industries that might have career 
appeal.
3. Opportunities with clients for summer jobs and for career jobs.
4. Growing appreciation in the management community of student skills and 
quality of Babcock education.
But the major benefit is expressed in the educational objective of the 
program—“hands-on” experience in management problem solving in ongoing 
organizations. To accomplish this objective, the consulting techniques class 
sessions provide basic principles. Faculty advising provides support and ensures 
that projects stay on track. The “oral defense” concept dramatizes the need for 
devoting “best effort” to doing a good job. And the project acquisition and 
selection process seeks to ensure challenging projects in which students can 
pursue valuable learning opportunities.
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CHART B











1_______ 2___________ _3____________4________ ___ 5 _ _ -
— 1 9 29 9 48 4.0
The informal interaction with various faculty members—
1_______ 2___________ _3____________4________ ___ 5 _ _ ____
— 2 12 22  12 48 3.9
The case studies used in certain courses—
1_______ 2 _3____________4  ___ 5 _ _ ____
— 1 12 22 13 48  4.0
The field study project—
_____ 5 __1___________ .2____________3______ _____ 4___
4 3 11 10 20 48 3.8
The simulation —
1___________ .2____________3______ _____ 4______ __ 5 __ _ ____
2 4 9 16 16 47 3.8
The small business project—
1___________  2____________3______ _____ 4_________ 5 __ __ ____
1 6 6 19 16 48 3.9
My interaction with other students—
1___________  2____________3______ _____ 4______ __ 5 __ __ —
— 3 10 15 21 49 4.1
Elective Courses
The small business management course is aimed at—
1. Developing the students’ competence in evaluating an ongoing small business 
or a new venture, the businesses range from manufacturing to service to 
retail.
2. Providing involvement in problem solving, decision-making, and implemen­
tation in the functional areas of product development, marketing, finance, 
and personnel.
This type of course is offered in many MBA programs in somewhat the same 
format. Therefore we will not go into detail on the classroom approach. The 
course is structured around extensive use of case problems, readings, visitors 
(entrepreneurs and consultants, for example), and conduct of a project.
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The project selected by the student usually is one of the following:
1. A feasibility study of a new venture—for example, a motel in a resort area, a 
shopping center development, a nursery school, a Western Auto franchise. 
This study must include a detailed business plan stressing market and 
product, financing plan, organization, a risk analysis, and an ROI evalua­
tion.
2. Consultation with an ongoing small business with the objectives of—
a. Gaining skills in appraising the opportunities, strengths, and weaknesses 
of the enterprise and developing a practical business plan.
b. Gaining skills in conducting a consulting assignment in order to convey, 
and to convince and motivate the entrepreneur to take action on, the 
business plan proposed.
In their projects, students gain further experience in writing a proposal and a 
work plan. Also, the quality, and presentation, of the client report is a major 
factor in evaluation of student work. The managerial skills of the entrepreneurs 
they deal with are often limited, and this can be frustrating to the student when 
concepts presented are not perceived as useful. But this situation is “real life” 
and part of the student’s learning.
Our four years of experience with this course reflects considerable success in 
teaching consulting skills. Students electing the small business management 
course have all completed the management systems course and the field study 
project. The small business project does more than simply reinforce; the transfer 
of consulting skills actually progresses to a higher level.
Another elective opportunity is provided by the organizational analysis 
practicum, available only to second-year students. This course, still somewhat 
experimental, focuses upon the development of skills in understanding the roles 
of people and their interrelationships in complex organizations. Students 
complete on-site surveys of existing organizations and develop instruments to 
analyze the effectiveness of selected areas. Formal reports of findings and 
recommendations are provided to participating clients and have resulted in 
numerous planned changes at these organizations. A major difficulty is achiev­
ing, in the brief time span available, the degree of intimacy required to 
accomplish the depth of understanding we would like to attain in these studies.
Conclusion
We believe the entire MBA program has the objective of developing analytical 
knowledge and tools and the ability to diagnose management problems. These 
are essential to success in a management consulting career.
The three curriculum components discussed in this paper provide the 
opportunity for students to practice the application of their knowledge and skills 
in consulting roles.
In the management systems course, students learn how to diagnose the 
manner of an organization’s functioning—which consultants do as an initial 
stage of most engagements.
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In field study projects, students are placed in a consulting role—problem 
definition, planning the analytical work, gathering and analyzing the facts and 
possible solutions, and recommending specific corrective actions. In small 
business management, they refine those skills within an entire enterprise in 
order to develop a business plan for improving sales, costs, and profits. In the 
organization analysis practicum, they develop skills essential to the understand­
ing of larger, more complex organizations.
All these courses emphasize the importance of—
1. Communications with the client, from initial steps through final report.
2. Efficiency in fact gathering.
3. Focus on action measures that will result in improvement.
We are continuing to make changes in this overall program based on annual 
evaluations. However, we are well-pleased with our concept, its application, and 
our results to date.

V






Dean Lawrence A. Fouraker, Harvard University Graduate School of 
Business Administration
Dean Fouraker’s luncheon speech included many statements on matters of 
current importance to the accounting profession. Among those that were 
especially germane to the subject of university education for management 
consulting, and therefore of specific interest to readers of this publication, are 
the following:
• The demand for MBAs will slow somewhat by 1980.
• There is currently a high supply of analytic (quantitative) skills.
• The typical Harvard MBA career path is initial employment with a “big” 
organization followed by a shift after five years to a “small” organization.
• The case method of teaching is clearly good consulting training.
• Many careers that begin in consulting turn into management careers— 
consulting is an excellent stepping stone to other responsibilities.
• The MBA program admissions process must include several dimensions—not 
just intelligence, but experience and success potential.
• Licensing is an encumbrance that reduces quality of service—consultants 
should not be licensed.
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The Cultivation of Consulting 
Instincts
Daniel T. Carroll President, Gould, Inc.
Mr. Carroll’s dinner speech addressed the four areas of cultivating consulting 
instincts, namely—




An outline of points made follows.
Culture
Consultant failures are due to—
• A lack of knowledge of the culture of the organization worked with.
• Lack of time taken by the consultant to gain knowledge of that culture.
Consultants should know the industry in which the client exists.
What can be done—
• Proposals must be related to the industry in which the client operates.
• Increased exposure to social and physical sciences.
• Libraries are an underutilized resource.
 
Creativity
Consultants also fail because of—
• Insufficient creativity; creativity is really required on all jobs.
• Acceptance of client’s problem definition or client’s request for uncomplicated 
solution.




What can be done—
• Attempt to recruit creative students.
• Encourage the student to be daring.
• Have exercises that are “far out,” not just those that are most easily solved.
• Reward creativity.
Communication
The most frequent reason for the failure of consultants is the lack of communi­
cation skills (oral skills are generally, but not always, better than written skills). 
This is due to a lack of training in logic, vocabulary, and grammar.
The most lacking quality is the ability to persuade.
What can be done—
• Some teachers need to be upgraded.
• Teachers can admire the right answer but point to better methods of 
presentation.
• Teachers can point out the exceptional readings (writings).
• Remedial courses in writing can be offered.
Commitment
No profession needs more commitment than consulting.
Consultants must face their failures without being able to take much credit for 
successes.
The only thing a consultant has to sell is his brain (when that is tired, the client 
does not understand).
None of the jobs are easy or the consultant wouldn’t be hired.
The consultant cannot get out of a tough job.
Behind all of the other failures is a failure in commitment.
What can be done—
• Put students into situations where winning is unlikely or impossible.
• Assign cases where no answer is right or perfect.
• Recognize acts of commitment in class and outside.
• If we can teach commitment, we can leave some of the rest undone.
Closing Quote
Consulting is an adventure to be pursued only by those whose academic and 
nonacademic education has prepared them to recognize cultural differences 
where others do not, to develop not workable answers but creative solutions, to 
communicate in a manner that is persuasive and not simply encyclopedic, and, 








Implementation: A Dean’s 
Point of View
Dean William R. Dill, Faculty of Business Administration, 
New York University
   
Challenges
For a dean interested in improving his students’ comprehension of consulting 
tasks and mastery of the consulting process, several challenges are clear. They 
are not easily met, even within the structure of a professional school that cares 
about links between theory and practice.
The first challenge, within the kind of collegial environment that sets direc­
tions and endorses experiments for a university, is to stir the requisite amount of 
faculty interest across discipline boundaries. The kind of consulting assignments 
for which the AICPA or any other major consulting group wants preparatory 
help from universities is not easily identified with specific fields or tools of 
analysis; these assignments by nature are focused on problems and events that 
require creative analysis and structuring before fields can be chosen and tools 
can be identified. Even in small professional schools that manage to avoid formal 
departmentalization, a combination of internal and external pressures make it 
too easy for faculty members to regard themselves as accountants, as economists, 
as electrical engineers, as marketing experts, or as specialists in behavioral 
science—and too tempting for them to ignore common interests with people in 
other fields. Even when acting as consultants, faculty members with their Ph.D.s 
and their experience often trade on the selling of much more specialized kinds of 
expertise than normal management consultants would be able to do.
It is the job of a dean to recognize and reward faculty members who are 
willing to risk being interdisciplinarians, integrators, and people who work from 
problem to technique rather than vice versa, not only for the sake of keeping 
perspective on management consulting, but also for the sake of keeping 
perspective on broader aspects of the practice of any field of business, including 
professional accounting and auditing. Accounting and other fields of manage­
ment and business need to stay closely linked within the university.
The second challenge is to convince faculty members that education for 
consulting is (1) important and (2) possible. Many faculty who play key roles in 
professional education—whether it be business, law, or medicine—do not 
appreciate the subtleties and complexities of clinical practice. Even if they 
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acknowledge that consulting skills are important to learn, they prefer to leave 
the learning responsibility to the student and to his “real world” tutors after 
graduation. There is little hope that any large portion of a school’s faculty can 
be persuaded to become involved in education for consulting. The dean’s task is 
to find a small core group who will accept the assignment as a challenge, and 
then to help persuade the others that they should endorse and support what a 
small group of their colleagues is crazy enough to think is important as part of 
the educational process.
The third challenge is to nurture that small group of prospects into playing 
the lead educational role. Few academic systems, private or public, are budgeted 
to allow business school professors the amount of time to develop consulting 
project contacts and to organize and supervise student teams that a CPA firm or 
a management consulting firm would allow for prospecting and supervision as a 
matter of course. It is far more efficient to schedule another set of classes or 
seminars than to pay the freight for a well-run experiential consulting program. 
Not many good teachers or supervisors are available. The typical faculty 
career—even though it leads toward moderate amounts of personal consulting 
activity—seldom involves building significant educational or experiential prepa­
ration for the task of guiding students in the consulting process. Many of the 
well-qualified teachers of managerial arts get drawn away from the university 
into better paid nonacademic pursuits. Those who do not want to stay within 
the academic environment are not likely to fit traditional criteria applied by 
their faculty peers for promotion and tenure within the system.
As a result, even in schools that have had long-term commitments to giving 
students experience and guidance in the consulting process, there is discourag­
ingly frequent turnover in leadership of the effort and a discouragingly frequent 
tendency for those who do take the assignment to be regarded as “outsiders” by 
the majority of faculty members.
Faculty
In getting a consulting program going at New York University, we have been 
fortunate in being able to involve several outstanding practitioners—some from 
consulting practice, some from corporate executive ranks—to serve as an 
advisory board. Their enthusiasm has underscored the importance of the effort. 
They have worked with us in screening and shaping the initial sets of consulting 
projects. They are helping us coach and teach the students, and will help judge 
the final reports. We expect to seek their advice in making decisions about future 
leadership of the program.
Eventually, if the teaching of consulting and other managerial and profes­
sional arts is to flourish within the business school, there must be development 
of more of the kind of tradition one sees in strong medical schools—of clinical 
faculty as well as regular academic faculty. It is not, as accountants and 
businessmen sometimes see it, simply a choice between a practitioner’s perspec­
tive and a professor’s perspective. Both clinical and regular faculty members 
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must be educators—skilled teachers and guides for student learning—the former 
from the world outside the university and the latter from the world within.
Clinical professors may be willing to forego time-honored academic privileges 
like tenure, but they will care about salary and status within the system. If 
quality performance is desired, the rewards for clinical faculty must be compa­
rable to rewards that would accrue to regular faculty, and clinical professors 
must have support from the leadership of their schools in establishing good 
personal working relationships with others on the staff.
Particularly in urban settings, faculty resources can be augmented by 
borrowing or buying part-time participation from qualified practitioners as 
adjunct faculty. The role of the typical adjunct, however, gives little to the 
school beyond the meeting of class or project supervision responsibilities. One 
good clinical appointment of someone who will be fully involved with the school, 
if only for a three- to five-year term, will usually yield much more in impact on 
students, faculty, curricula, and research than several adjuncts can.
Meeting the Challenges
If the dean or the curriculum committee waits for interest in the consulting 
process to emerge, the challenges mentioned earlier are suggestive of why little 
may happen. However, this conference has revealed that with some leadership 
and some push, even with very small numbers of people involved, many schools 
have been able to make things happen. Business schools have properly focused 
for much of the last twenty years on building the academic underpinnings of 
their field; but without minimizing the work which still must be done along 
those lines, guidance in the consulting arts represents only one of several areas 
where closer links between the university and professional practice should be 
developed.
If it is up to deans and department chairmen to keep challenges from turning 
into barriers, it is up to the accounting, consulting, and business fraternities to 
give more help. Three things are important: jobs for students, personal 
participation, and funding.
Jobs for Students
If Harvard, as an example, can brag about sending a large number of its 
graduates into management consulting without having a special program, it 
stems in large measure from its requirement of substantial work experience 
before students are admitted into the MBA program. Employers keep telling us 
that they wish students had more understanding of real world problems before 
finishing graduate programs. Yet in the experience of far too many schools, 
good summer jobs or meaningful internships connected with graduate studies 
are very difficult to locate. It is discouraging for a firm to hire people, train 
them, and then lose them to a graduate program. It causes personnel problems 
to let the best of students who have elected to pursue degrees part-time have 
114
some time off from work to get maximum benefit from their studies. It is tough 
to manage summer job internship programs well. Yet the gist of learning to 
practice is having the opportunity to practice, and more company help in 
making such opportunities available is needed.
Personal Participation
Personal participation can make a great deal of difference. Accounting firms 
have been more generous than many other organizations in lending talent to the 
universities, and, as mentioned above, we have borrowed willingly and construc­
tively at New York University. What we still need, though, are arrangements 
that go beyond the usual advisory board or adjunct teaching commitment. We 
need ways to encourage consulting professionals at the peak of their careers to 
spend a year, or perhaps even two to five years, in the university helping us to 
build good courses and supportive programs of research. It is still too hard for 
either a consulting professional or a college professor going the other way into 
industry to cross from one world into the other without feeling he has harmed 
his career prospects “at home.”
Funding
Finally, there must be financial support. A class in intermediate accounting or 
in market research survives because it is relatively easy to recover at least full 
costs of running that class through tuition revenues at the school. Good 
preparation of students in the consulting arts is going to be a more expensive 
kind of education. Unlike physics or chemistry education, preparation for 
consulting does not need expensive facilities or laboratories—things that donors 
can easily attach their names to. It does need funding to support small student/ 
faculty ratios in project work and to give students adequate travel and expense 
funds to carry projects through. It can use, but cannot prosper in the long run 
from, the traditional kind of firm or foundation grant, where after three years of 
support the donor wants to break the commitment and to try something 
completely different. It calls for perhaps moderate, but certainly sustaining, 
contributions to help to support the supervision of student project work and the 
expenses of student consulting teams. It also calls for grants to support research 
on dimensions of the consulting process itself, because as the effort builds, 
universities should be contributing by helping in the search for new knowledge 
and new approaches, as well as by their work in direct education of students.
Conclusion
Finally, both university and practitioner must recognize that in beginning to 
focus more on consulting, we may not be inventing anything really new. When 
one talks about the importance of making students better as problem diagnosti­
cians, of building their skills to work in teams and to communicate, of putting 
tools they have learned to sensible uses in exploring and solving complex 
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problems, and of being able to deal with clients with sensitivity and integrity, we 
are not just talking about skills that a consultant needs. The AICPA effort to 
explore ways to improve education for management consulting gives us impor­
tant reminders about central needs and priorities in the whole field of manage­
ment and accounting education.

Implementation: An Accounting 
Department Chairman’s
Point of View
Edward L. Summers, University of Texas at Austin.
A department of accounting in the last quarter of the twentieth century faces a 
tough job. In the space of two generations, accounting has come from essentially 
nowhere to its present status as a family of highly technical, highly visible, 
diverse, and controversial professions. Preparing students for entry into these 
professions is like trying to tell someone how to mount a galloping riderless 
horse! Accounting faculties must forecast, anticipate, plan, prepare, and commit 
scarce educational resources to curricula they hope will prove to be relevant by 
the time their graduates are entering accounting practice. The management 
problems, as well as the philosophical issues, are complex. They require 
attention to the human and emotional effects of change as well as to various 
close encounters with advanced technology.
Management advisory services have become, for CPA firms, a major means of 
collecting “at the site” information on the applicability of new concepts, 
policies, techniques, systems, and procedures. They are a necessary element of 
maintaining practice competence to meet client needs. Because they are 
demanding, they help keep CPA firm practice uniquely relevant.
Because this is so in practice, does it follow that accounting faculties should 
offer entry-level preparation in management advisory services? If so, what sort 
of preparation? Limited resources preclude that any one faculty should offer 
academic preparation for every accounting career path. What and how much 
MAS preparation to offer is an issue each faculty will decide for itself. The 
faculty will have to consider many points, of which those that follow are but a 
representative few.
Hierarchy of educational objectives. What educational objectives constitute the 
faculty’s mission? Does the four-year or five-year degree program format best 
accommodate these objectives? Is there a Ph.D. program and, if so, what is its 
size, quality, and career-path orientation? Where do the professional program 
graduates typically begin their careers? How important (relatively speaking) 
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are teaching, research, writing, academic and professional service, maintenance 
of personal competence, and executive development?
Teaching methodologies. How are students taught? Mass lectures, seminars, 
audio-visual materials, self-paced instruction, internships, individual instruction, 
and other methodologies may be employed. Often an institution has come to 
favor a small set of teaching methodologies. What are they?
Institutionalization. What are the budget centers in the university, college, and 
department? Are additional funds and budgeting easy or hard to obtain? Can 
existing student advising and placement services be extended to cover those 
studying in a new MAS program? Which faculty would staff new MAS courses? 
Could more faculty be recruited? Would nonaccounting faculties cooperate by 
opening their courses to MAS program students?
My conclusions, based partly on my reading the papers presented and 
participating in discussion at the AICPA MAS Education Conference, are that 
the most successful MAS programs in universities would—
1. Terminate in a master’s degree, which need not be in accounting. From my 
perspective, the principal reason it should be in accounting for those planning 
to practice with CPA firms is that the accounting faculty will be in the best 
position to understand and explain the nature of MAS consulting in a CPA 
firm environment.
2. Emphasize technical competence in some discipline that is applied in MAS 
practice. This discipline need not be accounting. Acceptable disciplines 
include all those described in Management Advisory Services by CPAs and more 
besides.
3. Include adequate but not excessive education in the analytical method, 
collection of facts, communicative skills, conduct of MAS engagements, and 
the nature of CPA and MAS practice—including ethics.
4. Have an informed and cooperative set of MAS practice leaders and managers 
prepared to consider for employment the graduates of the MAS program.
5. Take whatever steps are necessary to ensure relevance to practice and highest 
academic quality.
These are difficult attributes to create. The introduction of an MAS speciali­
zation program won’t make accounting education any easier. But just as one 
cannot imagine a medical school without a course in diagnosis, it may become 
difficult to accept the idea of truly professional accounting programs and schools 
without the interdisciplinary action and technical competence that will accom­
pany MAS education. The benefits of an academic self-image of versatility and 
strength, a participation in the interdisciplinary educational processes of 
matching problems and applicable solution technologies, and a faculty that 
produces new ideas and initiatives throughout the university are all compelling 
positive arguments for MAS programs. It will be interesting to watch them 
emerge.
Implementation: An Educator’s 
Point of View
William L. Berry, Indiana University
Much of the discussion in this conference has focused on the need to teach 
students in university programs skills such as the ability to recognize and define 
management problems, to understand the consultant’s role and the consulting 
process, and to communicate effectively in business situations. Furthermore, 
two methods have been suggested by many of the speakers as effective means of 
helping students develop such skills: case method teaching and the development 
of meaningful field projects. If these objectives and teaching methods are 
accepted, then the problem of ensuring a continuing supply of relevant teaching 
materials, i.e., cases and projects, needs to be addressed. Attention was directed 
to the problem of finding good field projects in the paper by White, et al. 
Therefore, I will address the related problem of ensuring a continuing stream of 
case materials for MAS programs and courses.
As with field projects, the development of case teaching materials requires 
support from both the business community and the universities. For example, at 
the Harvard Business School the cost of travel expense, case writer salaries, 
clerical effort, and so forth, averages $5,000 per case.1 However, the contribution 
of management time, in discussing particular management problems and in 
providing data, by firms that are willing to support such efforts probably far 
exceeds the universities’ costs. Thus, the stakes for both universities and the 
business community are high if this game is to be played.
However, let’s consider the benefit side of the ledger for a moment. The 
consulting industry has asked educators through this conference and the earlier 
AICPA task force effort how to best impart consulting skills to university 
students. Clearly, the consulting industry will derive benefits through more 
knowledgeable and productive entry-level personnel if this game is played well. 
This benefit may, however, only represent the tip of the iceberg. The support of 
educators in the development of actual case study teaching material has some 
interesting by-products. In writing a case on a particular consulting problem,




the educator is suddenly thrust into the real world of consulting work. It is 
difficult for him to avoid gaining first-hand knowledge and insights into 
consulting work—both the institutional aspects and consulting as a way of life. 
Consider for a moment the potential impact of these new insights on the 
students who subsequently attend the educator’s classes, and of focusing the 
educator’s research activities in directions that might not otherwise have evolved. 
Thus, important educational benefits in the classroom and potential gains in the 
development of new knowledge are clearly bottom-line benefits of case develop­
ment activity. Such benefits may well be of greater importance than the actual 
use of the case studies themselves.
This leads naturally to the important question of how to implement case 
development activities for MAS programs and courses. Let me propose a model 
for this activity that is based on the actual experience of a similar venture, begun 
for similar reasons, by the American Production and Inventory Control Society 
(APICS).
In 1973 a group of APICS officers and members who had made important 
contributions to the growth of that professional society concluded that the 
universities were far behind the times in the teaching of production planning 
and control subjects. The recent development and installation of new production 
planning and control systems in industry had not been reflected in the teaching 
materials that students were exposed to in university programs. Thus, this 
group decided to work toward progress in two directions. First, a series of four 
three-day conferences, supported by industry, was held for educators, each 
conference involving about thirty attendees. At these conferences practitioners 
made presentations that described the current state of the art in production 
planning and control, discussed the thinking behind the development and 
installation of such systems, and indicated the probable course of future 
developments in this field. Second, a committee structure (called the academic 
liaison committee) was established in APICS to ensure a continuing dialogue 
between industry practitioners and the university educators. This committee has 
sponsored one-day workshop programs at the national APICS conferences to 
ensure a continuing flow of information between industry and the universities. 
APICS has also set up a special reduced fee for educators to attend the national 
conference. Furthermore, the committee set aside funds to support a casebook 
containing seven leading edge company case studies for use in university 
programs.2 Funds, approximating $5,000, were earmarked to pay the travel 
expenses, etc., involved in preparing the case studies. It should be noted that 
these case studies also have application for company training programs and for 
individual APICS members in their professional development activities.
2. Edward W. Davis, ed., Case Studies in Materials Requirements Planning (American Production and 
Inventory Control Society, 1978).
In addition to the APICS casebook, several APICS members have opened the 
door in their companies to support the writing of business case studies. For 
example, Jim Burlingame, senior vice president—manufacturing at Twin Disc, 
has worked with Harvard Business School case writers in the development of 
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four cases. Currently, the APICS Education and Research Foundation is 
supporting an effort at Indiana University to write a book on the state of the art 
in master production scheduling systems involving a $15,000 grant. The 
foundation has also made a commitment to support the writing of two textbooks 
in production planning and control for use in university programs, which will 
involve a substantial grant.
The APICS model is one avenue that the AICPA may want to consider for 
the development of MAS university teaching material. Clearly, APICS has 
made an important impact on the university teaching of production planning 
and control. Further, it is now clear that such activities have led to a new stream 
of university research on problems of concern to practitioners in industry. The 
APICS efforts have produced substantial benefits for both the university and 
industry as well as a new spirit of cooperation between these groups. Such 
benefits obviously require time, effort, and commitment on the part of dedicated 
professionals. Similar benefits could be obtained by the AICPA and consulting 





the Profession: The Role 
of the American Institute 
of Certified Public 
Accountants
The aim of this conference was to help educators and management consulting 
practitioners (in all environments, not only CPA firms) work together to 
enhance the capability of university students to perform as management 
consultants or to use consulting skills in other occupations upon graduation. 
Much of the burden for implementing the suggestions contained in this volume 
will fall on the educators who must prepare the course outlines and teaching 
materials and ultimately transfer consulting skills to the students in their classes 
and in field projects associated with their classes.
The preceding papers on the subject of implementing management consult­
ing-oriented programs in universities (lectures, courses, or whatever) stress, 
however, that much assistance, in various forms, will be required if such 
programs are to be successful. This publication is evidence of the willingness of 
the American Institute of Certified Public Accountants, through its management 
advisory services division, to provide certain kinds of support or to serve as a 
conduit to its members in CPA firms that also provide certain kinds of support. 
We should make it clear, however, that the AICPA itself is not a source of 
financial grants.
We cannot speak for other professional management consulting organizations 
or their members, but we believe that they, too, will respond favorably to 
requests for support. Some kinds of support, naturally, would be more readily 
supplied than others. These include—
• Visiting lecturers.
• Assistance in course outline and teaching material development.
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• Assistance in contacting local businessmen in connection with student field 
projects.
• Suggestions on texts and teaching materials.
The first source of such assistance would be the offices of larger CPA firms in 
the vicinity of the university seeking the assistance. The partner-in-charge of 
management advisory services at the office should be contacted. Educators can 
also write to the AICPA MAS Division in New York for suggestions on local— 
or, if necessary, nonlocal—contacts. In certain cases, members of MAS division 
committees may agree to respond to a request.
Other types of assistance or support will require advance consideration and, 
if agreed to, planning involving the interested parties. Falling into this category 
would be such projects as—
• MAS training sessions for groups of educators.
• MAS internships with CPA firms for individual faculty members.
• Assistance in developing teaching materials, including case studies.
• Assistance in seeking research grants on MAS subjects.
While the MAS division will respond to individual requests for assistance from 
a university or an educator, it is the intent of the division to proceed with 
additional projects on its own. As in the case of the MAS university education 
task force, which is now completing its work, educators will be asked to 
participate in task forces formed in the future as deemed appropriate.
Responses to our efforts to date have indicated that there is sufficient 
agreement on the part of academicians that our goals are both desirable and 
feasible. Where our project has generated interest, we would like to see that 
interest develop further. At universities where we have not sparked any interest, 
we hope our future efforts may bear fruit. The universities, the profession, and, 
particularly, the students have much to gain through enhanced education in the 
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(4) Representing AICPA MAS Education and Professional Development Subcommittee
(5) Speaker or Panelist
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Specialty Organization and
Name or Title Location
Roger L. Wright Statistics and University of Michigan,
Management Ann Arbor, Michigan
Science
Richard E. Ziegler Accounting University of Illinois,
Urbana, Illinois
Eugene L. Zieha Accounting/Data University of Missouri, 
Processing Columbia, Missouri
(1) AICPA MAS University Education Task Force Member
(2) AICPA Representing Small Business Institute Directors’ Association
(3) Representing American Accounting Association
(4) Representing AICPA MAS Education and Professional Development Subcommittee
(5) Speaker or Panelist
APPENDIX C
Speakers
Speakers Represented in This Volume
Richard A. Delaplane is with the firm of Seidman & Seidman and, until 
recently, was national director of their management advisory services practice. 
He is presently in charge of the firm’s Los Angeles office, but his interest in 
consulting and MAS remains strong. Chairman of the AICPA MAS University 
Education Task Force, he also serves on the AICPA Management Advisory 
Services Executive Committee and MAS Education and Professional Develop­
ment Subcommittee. He received his Master’s degree from Florida State 
University in 1959 and entered public accounting that same year.
Stanley R. Klion, chairman of the AICPA Management Advisory Services 
Executive Committee, is with Peat, Marwick, Mitchell & Co. in New York, 
where he serves on the firm’s executive committee and is responsible for the 
MAS practice. He has been with the firm since 1955, except for an eighteen- 
month stint as executive vice president of an NYSE company, having previously 
worked in industry for nine years. He has been a member of the MAS executive 
committee for the past five years and has served on other AICPA and state 
societies’ committees and task forces. He is a graduate of Rutgers University.
Donald C. Jensen is partner-in-charge of the Columbus, Ohio office of Ernst 
& Ernst. Prior service in the firm includes assignment as partner-in-charge of 
management consulting services, as well as work in the Buffalo and Cleveland 
offices. Actively involved in AICPA, NAA, and Hospital Financial Management 
Association functions, he has served on the AICPA Committee on Scope and 
Structure, the AICPA MAS Executive Committee (1973-1976), was a national 
vice president of the NAA (1976-1977), and currently serves on the NAA 
Executive Committee.
Gordon B. Davis is professor of management information systems at the 
University of Minnesota, where he has responsibility for the development of the 
Management Information Systems curriculum and for the management and 
direction of the Management Information Systems Research Center. He has 
been instrumental in defining the field of MIS and has written much on 
computers and information systems (including the AICPA study, Auditing and 
EDP). He has an MBA and Ph.D. from Stanford University and a CPA
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certificate from the State of Idaho. He formerly worked in a major accounting 
firm’s management sciences division and has also done private consulting.
W. Edward Cushen is vice president and director of the Washington, D.C. 
office of MATHTEC, Inc. which provides policy analysis services to government 
agencies and to industry. His prior experience includes: development of a 
government in-house management consulting unit in the National Bureau of 
Standards, serving nearly every agency of government, as well as states and 
cities; presidency of the Operations Research Society of America; and teaching 
operations research at Case Institute and Johns Hopkins University. His 
undergraduate training was in mathematics and electrical engineering, and his 
doctorate is in logic and metaphysics. He currently serves on the Operations 
Society of America Executive Committee and assists traditionally black colleges 
in the teaching of management consulting.
William T. Morris is a professor of industrial and systems engineering at Ohio 
State University and chairman of that department. Before joining the university, 
he was a research and development officer in the U.S. Air Force and worked in 
the research department of American Brake Shoe Co. He is a consultant to a 
number of major corporations and visiting lecturer at several universities. His 
book, Management Science in Action, was chosen as one of the five outstanding 
books of 1963 by the Academy of Management and the McKinsey Foundation. 
Other books he has written include: The Rationalization of Industrial Decision 
Processes’, The Analysis of Management Decisions; Mathematical Models and Methods in 
Marketing; and Analysis for Materials Handling Management.
James E. Seitz is associate partner-in-charge of the Los Angeles office of 
Touche Ross & Co. He has also served as national director of management 
services operations and director of management services for the firm’s Detroit 
and Los Angeles offices. He was vice president of the AICPA, served on its 
board of directors for four years, and served as chairman of the AICPA 
Management Advisory Services Committee for three years. A CPA and certified 
management consultant, he is a graduate of the University of Michigan with a 
degree in mechanical engineering and an MBA.
Robert E. D. Woolsey is a professor of mineral economics and industrial 
management at the Colorado School of Mines, president of the Rocky Mountain 
Fire Brigade, Inc., and a principal in Fire Brigade Consultants Limited of 
Canada and Systan de Mexico, S. C. He also holds a full professorship in 
applied mathematics at the University of Waterloo, Canada, and a professorship 
in industrial engineering at the Instituto Technologico de Monterrey, Mexico. 
He holds the customary terminal degree and is coauthor of the Operations Research 
Quick and Dirty Manual. His principal job as an educator is to train the 
entrepreneurs of tomorrow.
Robert N. White is a lecturer in management at Wake Forest University’s 
Babcock Graduate School of Management. Previously, he was a partner in the 
management consulting firm of Barrington Associates. Active in Association of 
Consulting Management Engineers committee work, he is coauthor of ACME’s 
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Common Body of Knowledge for Management Consultants, Survey Report Standards, and 
Interim Report Practice. A graduate of Harvard College and the Harvard Business 
School, he was associate director of strategic planning for the International 
Paper Company. He is a consultant to many companies in the Winston-Salem 
area.
Jack D. Ferner is a lecturer in management at the Babcock Graduate School of 
Management. He has been chief executive of a pollution control equipment 
company, vice president of an international shoe manufacturing company, and 
senior consultant with a management consulting firm. He has a BS in physics 
from the University of Rochester and an MBA from the Harvard Business 
School. He is a member of the Academy of Management, the Financial 
Management Association, and the International Council of Small Business, and 
is listed in Who’s Who in Finance and Industry. He is currently active in a number 
of consulting and training assignments.
Dennis J. Kulonda is an assistant professor of management at the Babcock 
Graduate School of Management. Formerly a staff industrial engineer with a 
manufacturing division of General Motors and a senior management consultant 
with Ernst & Ernst, he has a variety of internal and external consulting 
experience. He has industrial engineering degrees from the General Motors 
Institute and a Ph.D. in economics and industrial engineering from North 
Carolina State University. He regularly teaches, publishes, and consults in areas 
of operations management, applied economics, and management systems.
Lawrence E. Fouraker, a specialist in international business and experimental 
economics, has been dean of the Harvard University Graduate School of 
Business Administration since 1970. His teaching, research, and consulting have 
focused primarily on questions of business strategy, organization, and the role of 
the private corporation in the development process. He has published articles 
and books in these areas, including Bargaining and Group Decision-Making. He has 
served as consultant to a variety of manufacturing and financial firms and to 
several universities. He is a director of several corporations, the International 
Executive Service Corps, and the Museum of Fine Arts in Boston, and is a 
member of the Corporation of the Massachusetts General Hospital.
Daniel T. Carroll has been president of Gould, Inc., since 1975, having joined 
the company as executive vice president in charge of all domestic line operations 
in 1972. Prior to joining Gould, he spent seventeen years as a management 
consultant with Booz, Allen & Hamilton, where he was president of the 
management consulting division and a director of the firm. From 1950 to 1954 
he served as a management engineer with the navy department in Washington, 
D.C. Currently, he is chairman of the board of trustees at Bexley Hall, an 
Episcopal seminary in Rochester, New York, a trustee of Case Western Reserve 
University, and director of the Chicago Urban League and several corporations.
William R. Dill is dean of the faculty of business administration and a professor 
of management and behavioral science at New York University. Formerly 
program director of education research and development for IBM, he is currently 
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chairman of the American Assembly program on corporate governance, U.S. 
chairman for Soviet/American seminars on management, and director of four 
companies.
Edward L. Summers is chairman of the accounting department at the 
Graduate School of Business at the University of Texas at Austin, where he is 
the Arthur Young Professor of Accounting. He is a member of the AICPA MAS 
Education and Professional Development Subcommittee and the AICPA MAS 
University Education Task Force. He is coauthor of both the MASBOKE 
report, which was published by the AICPA as Management Advisory Services by 
CPAs and a textbook on managerial accounting, as well as author of numerous 
articles on financial and managerial accounting. He is a graduate of the 
University of Texas and Rice University.
William L. Berry is a professor of business administration at Indiana Univer­
sity, where he teaches courses in production and operations management. 
Formerly, he was employed by the General Electric Company, and he completed 
their manufacturing training program. He is active in the American Institute of 
Industrial Engineering, the American Institute of Decision Sciences, and the 
American Production and Inventory Control Society, and has served as national 
director of both AIIE and AIDS. He has an MS degree in industrial engineering 
from the Virginia Polytechnic Institute and State University and a doctorate in 
business administration from Harvard University.
Other Speakers
E. Leonard Arnoff, moderator of the conference, is a principal and national 
director of management sciences at Ernst & Ernst in Cleveland, Ohio. He has 
long been active in the management sciences/operations research field and has 
served as international president of the Institute of Management Sciences (a 
professional society representing seventy-six countries). He has coauthored 
seven textbooks on operations research; one of these, Introduction to Operations 
Research, the first definitive book in this field, is in its seventeenth printing and 
has been translated into eight languages. Author of dozens of papers for 
professional journals, he received his Ph.D. in mathematics from the California 
Institute of Technology.
James C. Kinard, another moderator at the conference, is an associate professor 
on the accounting faculty at the College of Administrative Science at Ohio State 
University. A CPA, his experience in consulting includes reviewing the internal 
consulting training programs of a large CPA firm. His areas of teaching and 
research, in addition to MAS, include computer-based information processing 
and managerial accounting systems. He introduced a consulting course into 
Ohio State’s accounting curriculum on an experimental basis and, as a member 
of the AAA MAS Section Education Committee, is working to implement the 
teaching of MAS at the university level on a broader basis. He is a member of 
the AICPA MAS Division University Education Task Force.
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Monroe S. Kuttner is currently director of the AICPA MAS Division, providing 
staff support for the MAS practice and standards, MAS education and profes­
sional development, and MAS small business consulting subcommittees, as well 
as a number of task forces. Prior to joining the AICPA in 1973, he was an MAS 
manager with Peat, Marwick, Mitchell & Co., after which he practiced as an 
independent management consultant. He holds BS and MBA degrees from the 
City University of New York and is the author of a number of business articles 
and the book, Managing the Paperwork Pipeline: Achieving Cost-Effective Paperwork 
and Information Processing.
John R. Mitchell was director of the AICPA MAS Division at the time of the 
conference. Prior to joining the AICPA in 1972, he had been responsible for 
coordinating Institute services to CPAs whose practices consist of or include 
management advisory services. Earlier, he spent more than ten years in MAS 
and consulting work, both as a principal of a national accounting firm and as 
vice president of a management consulting firm. He was a founding member of 
the Institute of Management Consultants. He has a BS degree from Georgetown 
University, an MBA from New York University, and also attended Syracuse 
University and Pace College.
Winston D. Stahlecker is chairman of the marketing/general business depart­
ment at the St. Cloud State University College of Business, where he teaches 
various marketing classes. He has worked as a private consultant to several 
businesses, specializing in marketing research and planning. He is project 
director for the Small Business Institute and president of the Small Business 
Institute Directors’ Association. He has personally supervised more than sixty 
small business cases involving student consulting teams. He received a doctorate 
in business administration at Arizona State University.
Glenn H. Van Doren, a conference moderator, is management services 
education director for Arthur Young & Co., with responsibility for planning and 
developing the firm’s MAS training activities at its national training center in 
Reston, Virginia. Prior to this, he was director of management services in the 
firm’s Detroit office. He has served as a member of the AICPA’s MAS Education 
and Professional Development Subcommittee and the MAS Body of Knowledge 
and Examination Task Force, and is currently a member of the AICPA MAS 
University Education Task Force, the National MAS Training Program Steer­
ing Committee, and the AAA MAS Section Publications Committee. He is a 
graduate of Wayne State University.
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